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ABSTRACT 


The purpose of the study was to examine a limited number of 
temporary adaptive systems (committees) in three Alberta universities in 
order to explore the relationships between selected linkage, process, 
and implementation variables and the effectiveness of the temporary 
adaptive systems. In order to accomplish this purpose, several specific 
tasks were undertaken. 

Questionnaires, interviews and document analysis were used to 
obtain the data. Data were presented for each of the temporary adaptive 
systems uSing a conceptual framework developed from the literature. A 
generalizing analysis technique then was used to compare the temporary 
adaptive systems in terms of the selected linkage, process, implementa- 
tion and effectiveness variables. 

The effectiveness items used in the study generally were positively 
related thus enabling the researcher to compute an overall measure of 
effectiveness for each committee. In particular, significant relation- 
ships were identified among the items used to define linkage effective- 
ness, Committee process effectiveness, and the perceived success and 
continuation items of implementation effectiveness. 

Scores for the linkage variables of formalization, intensity, 
reciprocity, positive consensus and functionality-over-time were related 
positively to scores for linkage effectiveness. An exploratory factor 
analysis of the linkage variables indicated that highly effective 
linkages may be characterized by high levels of communication between 
the Committee and Faculty members and between the Committee and Senior 
Administration regarding the task of the Committee. 
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Scores for the process variables of task demands, processes, 
resources and productivity did not relate positively to process effective- 
ness. However, an exploratory factor analysis of the process variables 
indicated that highly effective Committee processes may be characterized 
by a combination of low task complexity and highly defined Committee pro- 
cedures, as well as high involvement and effort by Committee members. 

Aggregate scores for the implementation variables of implementa- 
tion strategy, project characteristics and institutional setting were 
related positively to scores for implementation effectiveness. An explora- 
tory factor analysis indicated that perceived success and continuation of 
Committee recommendations were the major measures of implementation 
effectiveness. These effectiveness variables appear related to the extent 
to which Committee members assessed the political feasibility of their 
recommendations, to the extent to which Faculty structures or procedures 
were required to change, and to how receptive the Senior Administration 
and academic staff were to Committee recommendations. 

Three supplementary variables were identified as being related 
to temporary adaptive systems. These variables were labelled size, 
timing and the personal factor. 

An overall exploratory factor analysis was used to reduce the 
variables of the study to fewer factors in order to develop a simpler 
construct of the effectiveness of temporary adaptive systems. The institu- 
tional setting variable and the supplementary variables were not included 
in the factor analysis. Nine factors were identified. The factors, in 
descending order of the variance accounted for, were labelled: Effective- 
ness, Procedural Intensity, Strategic Considerations, Exertion, Faculty- 
Committee Communication, Involvement, Coordination Needs, Resource Needs, 


and Participation. 
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CHAPTER l 


INTRODUCTION 


Hall (1977:1) notes that "Of all the concepts which are important 
to organizational theory, effectiveness stands out as the most crucial." 
Whether or not one agrees with Hall (1977), any student of organizational 
theory must realize that much time and effort have been expended in 
identifying the variables which are critical indicators of organizational 
effectiveness. According to a review of the organizational effectiveness 
literature by Steers (1977), only the adaptability-flexibility variable 
appears to be a significant indicator of organizational effectiveness in 
more than half of the 17 major studies which he examined. Nevertheless, 
little appears to be known regarding the actual adaptive activities of an 
organization. The task of the present study was to provide further 
insight into selected aspects of the adaptive activities of an organiza- 
tion. This chapter contains the purpose, nature and justification of 
the study, along with a definition of terms and a statement of the 


assumptions, delimitations, and limitations pertinent to the study. 


PURPOSE OF THE STUDY 


Complex organizations, such as universities, must develop and 
utilize means of effectively adapting the organization to a changing 
organizational environment in order for the total organization to survive. 
One means of adapting the organization is through the use of temporary 


adaptive activities or a temporary adaptive system. However, little is 


" : : a 
S  otdee iee @t Aadce ayenaos ont 


u 


: ' 7 
© tebe mo tec] act ef FeO ohuste 


*| 
yt wey obiveo ss 
a ; an 
; As _ 


pegs th St) ie k@te 
‘ _ 


ile rete arr dabliets 


heute thie wisn A 


known regarding which variables of a temporary adaptive system will make 


that system carry out its mission effectively. 


Purpose of the Study 

The purpose of the study was to examine a limited number of 
temporary adaptive systems in three Alberta universities in order to 
explore the relationships between selected linkage, process, and imple- 
mentation variables and the effectiveness of the temporary adaptive 


systems. 


Specific Tasks 


To fulfil the study purpose it was necessary to complete the 
following tasks: 
1. describe in detail the temporary adaptive systems with respect 
to the selected linkage, process, and implementation variables; 
2. determine the effectiveness of each temporary adaptive system; 
and 
3. determine the relationships between the selected linkage, process, 
and implementation variables and the effectiveness of the temporary 


adaptive systems. 


NATURE OF THE STUDY 


The study was conceived to be descriptive and exploratory in 
nature. Selltiz et al. (1959:50-67) discuss these two types of studies. 
A descriptive study attempts to portray the characteristics of a parti- 
cular individual, situation or group as accurately as possible. An 


exploratory study attempts to achieve new insights in order to formulate 
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a research problem more precisely or to develop hypotheses. The 


present study was conceived as a blend of the two types of studies. 


JUSTIFICATION FOR THE STUDY 


The study can be justified on both theoretical and practical 
grounds. First, there is a need for further research using the theoreti- 
cal constructs of effectiveness, organizational linkages, Fa bone 
systems, and implementation: 

1. Theory associated with the effectiveness of organizations lacks 
consistency on the primary criteria of effectiveness although 
the work of Price (1968), Schein (1970), Mott (1972) and Steers 
(1977) suggest that adaptability-flexibility may be a major 
criterion. Further research is required to determine the nature, 
function and extent of the adaptability-flexibility criterion 
as it pertains to effectiveness. It was hoped that this study 
would add to the existing knowledge concerning the nature and 
function of the adaptability-flexibility criterion. 

2. The work on organizational relationships, particularly if 
examined from the perspective of interorganizational linkage 
dimensions, is still in the initial stages of development and 
requires more empirically based descriptive and analytical 
studies. As Andrews (1978) notes, it is a useful and valid 
area for study. In particular, Andrews (1978:7) contends that: 

- .« - being aware of the forms of linkages that join organiza- 

tions [or parts of an organization] . . . will permit an organization 


to better anticipate the consequences of the relationship and develop 
or change its organizational structure to improve the relationship. 
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It was hoped that this study would add to the existing knowledge 
on the nature of organizational linkages derived from the 
perspective of interorganizational theory. 
3. In terms of research related to temporary systems, Hopkirk (1977: 
4) claims that: 
- . - in educational settings we have witnessed the increased 
use of task forces, ad hoc committees, and project teams. This 
fact, coupled with educators’ concern with developmental, future 
oriented goals makes "temporary systems" a suitable concept to 
examine with respect to its current utility and its potential for 
the future. 
Hopkirk's (1977) study examined the concept of temporary systems 
and developed Prescriptions for an Effective Task Force using a 
generalizing analysis technique developed by Lipset and associates 
(1970). However, Hopkirk (1977) did not examine one aspect of 
the effectiveness of temporary systems which Quick (1972:55) 
suggested is critical to both the permanent and the temporary 
systems, particularly for temporary systems created specifically 
to induce organizational change. The effectiveness factor missing 
in the Hopkirk (1977) study is the implementation of temporary 
system decisions into the permanent system. This study examined 
the implementation phase of temporary system recommendations. 
Thus, the present study has provided empirically based findings regarding 
effectiveness, organizational linkages, temporary systems and implementation. 
Secondly, post-secondary institutions as well as other institutions 
are involved with interstitial, adaptive subsystems. Thus, there is a 


practical need to understand how these adaptive subsystems operate and 


how they may be made most useful to the permanent system. 


4% j a | ae 


: 
ne d ddbozive dies” 


| we 
is “ t. at Natt Sie 4 ; i re cs paeg i bee) ti 6 Wee >i owt "a weld, ne? y 


‘a Ls / » ry 7 7 ie = 
is 
Le. & " ™ ryt é : ; 
} : t 7 - ee | - 
vibe ot ¥7Gat lems bhie vic FC Selesegwiey, - 
S| "a 3 : S ; =a? 
, oS . a T . 7 7 ae - a a — 
‘erg ae de sees papaseys YT - cy ate. 4 - f 36 »s) at a 7 : 
. _™ ae } 
ae ¥ ; : , 
2 
* 
wa Sunt sis Saeeati lw ‘fii cme 
: gunk? « :ahess) 45581 by 7. 
¢ - a 7 - 2 a 
avcte? lag eemeer iA Gs. vi2ee | Ape (oT 
| passers BE aFtyn A eve Yew py Se anagtS 
» La ‘a —. ) é i i> J >) THeALAPS + F » 27 a 
4 @ y, us a(t? 
.* oe - 
WR, CRESS Fe SI e res 2 5e A 
‘o a, 4 + | ¥ | be ; _ 
+ v i+ Oe A ’ - ite i+ 4~ 
= _ - 
ans j - r i 3. i re 
foe 7 oo ee) ae ut ut nm eet s 
-_ i" ¢ 
a a 
# Ce » 4 . Ta 7 : 
eer so 14 e h ia i a 
7 
f % F , yy ean’ < 548 A aie re ITS be zt r og '~ ‘ ‘ 
a , : z ‘ _ 
F a = 
(s ; - (ts rey" eo 77! pen sy S } 
a ‘ 
gold 
_ 
) 
if 


oy : 7 watdar a ah 0, ) fe a 
coin ‘eon igh ‘tab i Fa. tlw. Abas) wae ely ' ; At. 


: — 2 


ee 


err aie 5 “ia otis Telos mt are | 


4 
Vol = 


nie Sk ee 7. 
ane ha eek wah 


DEFINITION OF TERMS 


For the purposes of this study, the following definitions are 
provided. Only terms which are used frequently in the dissertation are 
defined in this section. Other terms are defined as they are introduced 


Into st he study. 


Permanent suprasystem refers to a set of interrelated components 
surrounded by a boundary within which systems and subsystems exist. For 
the purposes of this study, the operationally defined permanent supra- 


system was a Faculty of Education. 


Faculty refers to those persons constituting the academic staff 
within the various education departments of the universities under dis- 
cussion in this study. For the purposes of this study, Faculty may refer 
to the whole body of persons constituting the academic staff, sometimes 
referred to as the Faculty-at-large, or may refer to various groups 


within the whole body of persons constituting the academic staff. 


Adaptive system refers to the formal sub-organizational activities 


by means of which a permanent suprasystem adapts itself. 


Temporary adaptive system refers to an adaptive system which incor- 
porates any temporary subsystems. For the purposes of this study, the 
temporary adaptive system was conceived to include a linkage subsystem, 


collateral temporary subsystem, and an implementation subsystem. 


Temporary subsystem refers to 


- . - an organizational form designed to complete a task, solve 
a problem, or bring about a condition. The system from its inception 
was known to be of limited duration and the criteria for dissolution 
were known to its membership .. . (Hopkirk, 1977:5). 
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Collateral temporary subsystem refers to a particular form of 
temporary subsystem which, in Hopkirk's (1977:5) words, 
- - - coexisted with a formal organization. Members worked 
in the formal organization on a regular basis but were seconded - 
to work in the temporary system on a part-time basis. 
For the purposes of this study, the operationally defined 


collateral temporary subsystems were ad hoc committees within each 


Faculty. 


Committee refers to an actual, collateral temporary subsystem 


as utilized within a university. 


Organizational linkages refers to the five characteristics of 
the relationships between the Faculty and Committee: 

1. Formalization, in an interorganizational linkage context, is 
defined by Andrews (1978:8) as "the degree to which the interorganizational 
relationship is given official sanction by the parties involved." In an 
intraorganizational context, where the Committee is treated as an 
organizational entity which is part of, yet distinct from the Faculty, 
the Andrews (1978:8) definition of formalization, with a slight modifica- 
tion, is a useful means of identifying one form of the linkage activities 
which may exist between the Faculty and the Committee. For the purposes 
of this study, formalization was defined as the degree to which the 
intraorganizational relationship between the Committee and the Faculty— 


at-large was given official sanction by the parties involved. 


2. Reciprocity refers to "the degree of mutuality of the relation- 
ship, the relative contribution of various parties in the relationship" 


(Andrews, 1978:8). 
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3. Intensity, in an interorganizational context, is defined by 
Andrews (1978:8) as "the relative resource investment, both human and 
material, that an organization has to make in order that the relation- 
ship be viable." In an intraorganizational context, where the Committee 
is treated as an organizational entity which is part of, yet to some 
extent distinct from the Faculty, the Andrews (1978:8) definition of 
intensity, with a slight modification, is a useful means of identifying 
one form of the linkage activities which may exist between the Faculty 
and the Committee. For the purposes of this study, intensity was 
defined as the resource investment, both human and material, that an 
organization has to make in order that the intraorganizational relation- 


ships be viable. 


4. Positive consensus refers to "the agreement among participants 
in organizations regarding the nature of the tasks confronted by the 
organizations and the value of and the appropriateness of the approaches 
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5. Functionality-over-time refers to the degree to which organiza- 
tional linkages remain functional over the period of time during which 


the Faculty and Committee are related. 


Committee processes refers to the four variables used in this 
study to describe the actions of a Committee (collateral temporary 
subsystem) : 

1. Task demands refers to the requirements of the task and the 


rules under which the task must be performed (Steiner, 1972:7). 
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2. Process refers to 
- . . those intrapersonal and interpersonal actions by which 
people transform their resources into a product, and all those 


non-productive actions that are prompted by frustration, competing 
motivations, or inadequate understanding (Steiner, 1972:8). 


3. Resources refers to "the knowledge, abilities and tools possessed 
by group members and the distribution of these entities within the 


Group HOR Kink, aL 780). 


4. Productivity refers to "the actual outcomes which result from 


task demands, resources, and process" (Hopkirk, 1977:95). 


Action decisions refer to a Faculty plan designed to change 


standard behavior, practices or procedures within the Faculty. 


Implementation refers to 


. . . the actual use of an innovation or what an innovation 
consists of in practice. This differs from both intended or planned 
use and from decision to use, the latter being defined as adoption 
(Fullan and Pomfret, 1977:337). 


Three factors are used in this study to describe the actual use 


of Committee action decisions: 


1. Implementation strategy refers to the choices made by the 


decision makers about how to use "action decisions." 


2. Project characteristics refers to the substance and scope of the 


changes proposed by the Committee "action decisions." 


3. Institutional setting refers to the extent of receptivity or 


hostility of members of the institution to the "action decisions." 
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Adaptive system effectiveness, for the purposes of this study, refers 


to the combined effect of: 


_. 


well-established linkage relationships between the permanent 


suprasystem and the collateral temporary subsystem; 


ee 


3s 


action decisions by the temporary subsystem; and 


implementation of collateral temporary subsystem action decisions. 
ASSUMPTIONS 


This study was based on the following assumptions: 

The perceptions of respondents regarding variables identified 

in this study were a valid means of measuring these variables. 
Temporary subsystems could be treated, for purposes of research, 
as organizational entities apart from the permanent suprasystem 
in which they were embedded. 

Effective implementation is characterized by "mutual adaptation" 
which is a process wherein the project design, the institutional 
setting and individual participants will all adapt or change 


mutually as implementation progresses. 
DELIMITATIONS 


The following are the delimitations of the study: 

The study was delimited to seven collateral temporary subsystems 
in three Faculties of Education in Alberta, Canada. 

The population of interest was delimited to all persons partici- 
pating in the collateral temporary subsystem, and other "know- 


ledgeables" identified frequently by subsystem members. 
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3. The study was delimited to selected linkage variables, selected 
collateral temporary subsystem variables, selected implementation 


variables, and selected effectiveness variables. 


LIMITATIONS 


The following were the limitations of the study: 

1. The study was limited by the ability of respondents to perceive 
and recall events accurately. 

2. The study was limited by the restricted volume of theoretical 
and research literature regarding linkages and temporary sub- 


systems. 


ORGANIZATION OF THE DISSERTATION 


This chapter has presented (1) an introduction to the problem, 

(2) the purpose of the study, (3) the nature of the study, (4) the justifi- 
cation of the study, (5) the definition of terms, (6) the assumptions, 
(7) the delimitations, and (8) the limitations. 

The remainder of the dissertation is organized into ten additional 
chapters. Chapter 2 presents the Review of the Related Literature and 
Conceptual Framework, and Chapter 3 details the Research Design and 
Methodology. The succeeding seven chapters are descriptions of the seven 
Committees which formed the basis for the study. Each Committee is des- 
cribed using the variables which form the framework for the study. Chapter 
11 summarizes and generalizes the findings of the study in an effort to 


describe the relationships among the selected variables and the effective- 


ness of temporary adaptive systems. 
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CHAPTER 2 


REVIEW OF RELATED LITERATURE AND 


CONCEPTUAL FRAMEWORK 


The purpose of this chapter is to discuss the concepts involved 
in the study and their interrelationships as conceived and schematically 
presented in Figure 2.1. A systems perspective of effectiveness was 
used as the conceptual framework to interrelate the concepts which were 
pertinent to this study: effectiveness, adaptive systems, linkage sub- 
systems, temporary subsystems and implementation processes. 

EFFECTIVENESS AND THE SYSTEMS 
PERSPECTIVE 

Approaches to Effectiveness 

WERiters such aseStecrs (197 We Mott: (1972), Price (1968), Yachtman 
and Seashore (1967) and others have identified the concept of effective- 
ness as being a major topic of concern in organizations. However, no 
universally accepted approach to the study of organizational effectiveness 
exists. In general, there are two major approaches to organizational 
effectiveness in the literature (Campbell, 1976; Ghorphade, 1970). One 
approach is goal centered, and the other is natural systems centered. 
More recent theorizing partially has subsumed the goals approach in the 
natural systems approach. For this reason, the systems perspective has 


been used as the basic organizing framework for this study. 
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The Systems Perspective: A 
Contextual Overview 


The systems perspective of organizations is a means of concep- 
tualizing organizations and how the various organizational components are 
related.) Carrol] and Tosi 1(1977:158-160) ‘state’ that: 

A system is a set of interrelated components surrounded by a 

boundary which absorbs input from other systems and transforms 

them into outputs that serve a function in other systems .... 
For each system, there is a larger suprasystem(s) from which a system 
receives input and into which the system may feedback output. As well 
within each system a series of subsystems exist which receive inputs 
from the system and into which the subsystems may feedback output. Thus 
it may be noted that each system will be a part of a larger suprasystem, 
but also will have within it a set of subsystems. 

For the purposes of this study, each Faculty of Education was 
conceived to be a suprasystem which had within it a number of systems, 
one of which was a temporary adaptive system. Each temporary adaptive 
system in turn was conceived of as having a series of subsystems which 
were termed the linkage subsystem, the collateral temporary "working" 
subsystem, and the implementation subsystem. A major difficulty arose 
in undertaking the following literature review since the literature uses 
the systems terminology in a slightly different contextual manner than 
is used in this study. For example, the systems level of the present 
study is discussed in most of the literature as a subsystem; some of 
the subsystems of the study, such as the linkage subsystem and implemen- 
tation subsystem, are not discussed in the literature on subsystems at 
all; the collateral temporary "working" subsystem is treated in the 


literature on temporary systems. A decision was made by the researcher 
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to review the literature pertinent to the study in the terms which were 
found within the literature and then to transpose that terminology into 
the systems language which had conceptual utility for the purposes of the 
present study. This should be kept in mind by the reader of this litera- 
ture review. The parallels among a generalized systems conception, the 
terminology as used in the literature, and the systems conception and 


terminology utilized in the study are presented graphically in Table 2.1. 


Table 2.1 


Systems Terminology: Parallels Between the Literature 
Review Terminology and Terminology Within the Study 


General Terminology as Systems Terminology 
Systems Used in the Pertinent as Conceived for 
Terminology Literature Use in this Study 
Suprasystem Faculty 
System Major subsystems, Adaptive System 
especially the adaptive 
subsystem 
Subsystem Linkage system Linkage Subsystem 
Temporary system Temporary Subsystem 
Implementation processes Implementation 


Subsystem 
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Major Subsystems 
For the purposes of this study, the Katz and Kahn (1966) systems 
model, depicted by Carroll and Tosi (1977:167) in Figure 2.2 will be used. 
Carroll and Tosi (1977:158-160) state that: 


A system is a set of interrelated components surrounded by a 
boundary which absorbs inputs from other systems and transforms 
them into outputs that serve a function in other systems .... 


- - - Subsystems are related groups of activities which various 
units perform to meet the objectives of the organization. These 
related activities, which absorb inputs, transform them into outputs, 
transfer them to users, and coordinate all of these activities are 
(1) production subsystems, (2) adaptive subsystems, (3) boundary- 
spanning subsystems, (4) maintenance subsystems, and (5) managerial 
subsystems .... 


Katz and Kahn (1966:39) define the five basic subsystems: 


- - - (1) production subsystems concerned with the work that 
gets done; (2) supportive systems of procurement, disposal, and 
institutional relations; (3) maintenance subsystems for tying 
people into their functional roles; (4) adaptive subsystems concerned 
with organizational change; (5) managerial systems for the direction, 
adjudication, and control of the many subsystems and activities of 
the structure. 


Carroll and Tosi's (1977) conception of boundary-spanning sub- 
systems equates to Katz and Kahn's (1966) conception of supportive 
subsystems. 

In a further interpretation of Katz and Kahn (1966), Carroll and 
Tosi (1977:160) state that: 


Those subsystems which either produce a salable or usable value 
for clients, or operate in the external environment to obtain 
information and inputs or exchange outputs, are called primary 
subsystems. They make the organization go--producing, selling, and 
so on. These primary subsystems are similar to the concept of "line" 
in an organization, as discussed by classical management theorists 
(Davis, 1951). They are the primary functions and, according to 
Barnard (1938), are "fundamental requirements." Primary subsystems 
are the production, boundary-spanning, and adaptive subsystems. 


The carrying out of support and coordinating activities is done 
by (complementary) subsystems. Their chief purpose is to insure 
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smooth relationships between other subsystems. The (complementary) 
subsystems are the maintenance and managerial subsystems. The 
Maintenance subsystem is similar to the concept of "staff," and 
Carries out support activities. Managerial subsystems are "adminis- 
trative" in nature. 


Of the five subsystems identified by Katz and Kahn (1966) and 
further interpreted by Carroll and Tosi (1977), one subsystem increases 


in importance in light of the findings of Steers (1977). As mentioned 


in Chapter 1, Steers (1977), in order to make the concept of organizational 


effectiveness more tangible and measurable, examined 17 studies in detail 
in an attempt to identify the major criteria employed in the evaluation 
of organizational effectiveness. Steers (1977:175) identified the most 
widely used criteria as adaptation-flexibility, productivity, job satis- 
faction, profitability, and resource acquisition. He notes, however, 
that only the adaptation-flexibility criterion is mentioned as being a 
Major indicator of effectiveness in more than half of the 17 studies he 
examined. Thus, in light of Steer's (1977) findings the adaptive sub- 


system as identified by Katz and Kahn (1966) increases in importance. 


Typology of Adaptive Subsystems 

Lynton (1969) outlines a typology of adaptive subsystems based 
upon the assessment of environmental uncertainty by system decision 
makers. He contends that the accuracy with which system decision makers 
assess the uncertainties of the environment will guide the design and 
formation of adaptive subsystems as well as the design of the integrating 
devices. Lynton (1969:403-4) presents four possible assessments as 
hypotheses which he proceeds to discuss in some detail. The four hypo- 


theses are: 
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Tee enyoOtnesi Selemern, 2n-a turbulent environment, decision 
makers assess the need for change as negligible, system differen- 
tiation and linkage will then be minimal and unorganized, and the 
effects on system structure will be negligible. 


TW ivpOtheSs caccemel© i neasturbulent environment, decision 
makers assess the need for change as temporary, they will tend to 
expect the ratio of benefits and costs to be most favorable if they 
institute temporary differentiation and linkages; the effects of 
innovation on system structure will then be small and unpredictable. 


1 + suHypothesisy3-) (if, in a turbulent environment, decision 
makers assess the need for change as frequent and specific: (a) 


they will formally differentiate an innovation subsystem, but 
limit its linkages to specific purposes and subject them to hier- 
archical control; (b) when this kind of device and procedure is 
found to be ineffective, additional system changes will tend to 
take the form of further differentiation of innovative subsystems, 
not of changing the linkage devices and procedures. 


7. - Hypothesis 4., if, in a turbulent environment, decision 
makers assess the need for change as continuous and major, they 
will tend to differentiate innovative subsystems clearly and inte- 
grate them closely into the rest of the system; the effects on the 
system as a whole will then be major. 

For the purposes of this study, only the situation referred to as 
Hypothesis 2 will be examined wherein the need for adaptation is assessed 
as temporary and infrequent. As Lynton (1969:405) notes: 

. . . the logical response to needs assessed as temporary is 

to devise correspondingly temporary linkages, a particular type 
of what Matthew Miles (1964) terms "temporary systems." 

A model of a Hypothesis 2 situation which leads to the "temporary 
system" structure, can be adapted from Lynton) (1969-399) fagure 
presenting "Two Models of Assessing Environmental Uncertainties and 


Characteristic Linkages." The adapted model is presented in Figure 2.3. 


In this model, the uncertainties of the environment are treated by 
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decision makers as discrete stimuli of a specific nature to which the 
system needs to respond with an appropriate and specific response, ley ep aar 
an appropriate and specific innovation. According to Lynton (1969:399), 
the appropriate and effective linkage devices between the system and sub- 
system are linkages of minimal complexity and duration. Lynton (1969:399) 
further contends that the temporary linkage devices between the system 
and temporary subsystem "show a heavy incidence of failure." Miles (1964) 
and Hopkirk (1977) concur with this view. In turn, Lynton (1969) claims 
that such failure will mean that the effects of the temporary subsystem 
on the system will be superficial if there is any effect at all. 
The Systems Perspective and the 
Conceptual Framework 

In the preceding discussion the systems perspective of effective- 
ness was identified as having utility for the purposes of this study. An 
argument was advanced that a system will have a series of subsystems 
which Katz and Kahn (1966) identify as the production, supportive, main- 
tenance, adaptive and managerial subsystems. In terms of organizational 
effectiveness, Steers (1977) would claim that, of the five subsystems, 
the adaptive subsystem is of critical importance and that a system must 
have an adaptive subsystem if it is to be effective. However, as Lynton 
(1969) notes, there are a number of ways in which adaptive subsystems 
may be conceived ranging from permanently structured activities to 
temporarily structured activities or possible combinations of the two. 
For the purposes of this study one particular form of adaptive subsystem, 
the temporarily structured adaptive activities (the temporary adaptive 
subsystem) as proposed by Lynton's (1969:403) Hypothesis 2, was examined 


in detail. Lynton's Hypothesis 2 states: 
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. . . If, in a turbulent environment, decision makers assess the 
need for change as temporary, they will tend to expect the ratio of 
benefits and costs (effectiveness) to be most favorable if they 
institute temporary differentiation and linkages; the effects of 
innovation on system structure will then be small and unpredictable. 

The intent of this study was to examine a limited number of 

temporary adaptive subsystems which already had been created by decision 
makers and to explore the relationships between selected variables and 
the effectiveness of temporary adaptive subsystems. For the purposes 

of this study, the decision makers were considered to represent the 
suprasystem and the temporary adaptive subsystem discussed in the litera- 
ture was conceived to be a temporary adaptive system. 

In order to examine Lynton's Hypothesis 2 in additional depth, 


three areas of research literature needed further examination: linkage 


systems, temporary systems, and implementation processes. 


LINKAGE SYSTEM 


. . . In a turbulent environment, institutions must innovate 
to survive. Some institutions have differentiated subsystems with 
the primary task of working out innovative responses to the tur- 
bulent environment for the whole system. This task is inherently 
different in technology, territory, and time from the tasks of 
other subsystems. Adoption of the innovative products of the sub- 
system by other subsystems is essential to the effective response 
of the system to its environment; therefore, innovative and opera- 
tional subsystems need to be appropriately linked (Lynton, 1969: 
403). .. . these linkages are commonly themselves subsystems 
(Lynton, 1969:398). 


The question arises: What are "appropriate" linkage devices? What is 
the linkage subsystem? 

Lynton (1969:412) discussed the work of Buchanan (1967) who 
studied ten cases of organizational development in various settings. 


Buchanan (1967) established that one major issue which distinguished 
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effective from ineffective organizations was the linkage between the 
adaptive subsystem and the rest of the system. 

Lynton (1969:413) arrives at two general conclusions as a result 
of his examination of the linking devices between a system and an 
adaptive subsystem: 


. . . One is that linkage mechanisms need to be flexible and 
also strong to withstand such strains and such uncertainties. This 
usually means that they need to be differentiated clearly, be known 
to have the support of the system's decision makers, and remain 
highly functional over time. Chin developed the concept of Jinter— 
system" to describe the linkage mechanisms between two subsystems. 
"The intersystem model exaggerates the virtues of autonomy and the 
limited nature of interdependence of the interactions between the 
two connected systems" (Bennis, et al., 1964:201-214). The inter- 
system allows linkage to be rooted in another system, and to offer 
those "marginal" people who do the linking a base from which to 
operate and in which to gain and regain perspective and strength. 


The second conclusion is simply a forceful reminder that 
coordination is a heavy cost. This cost may be profitably incurred 
if, (1) a primary task is clearly differentiated that requires 
organizational differentiation, and (2) if the new subsystem is 
maximally autonomous, so that its connections with other subsystems 
are minimal. In short, the only justification for linkage mechanisms 
is strict functional interdependence (Kahn, et al., 1964:394; Quinn 
and Mueller, 1963:51) [Author's underlining]. 

Thus, Lynton's (1969) views would suggest that three variables 
are essential to the effective operation of a linkage system: clear 
differentiation, support of the system's decision makers, and high 
functionality over time. 

In order to obtain an even closer view of the linkage concept, 
the research literature related to interorganizational linkages is 
useful. As well, the interorganizational linkage literature appears 
appropriate for an examination of the linkages between a system and a 


subsystem if, as Lynton (1969) notes, the subsystem in question is highly 


differentiated from the permanent system. 
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Interorganizational Linkage 


Approaches 


Marrett (1971:85) identifies five major approaches that have been 
used in examining "“interorganizational relations" which she defines as 
wi. . a Variety Of connections between formal groups." 

The first approach, called interorganizational properties, 
analyzes the particular properties of an organization which affect or 
are affected by its interaction with other organizations. No analysis 
of the interaction itself occurs. The second approach, called comparative 
organizational properties, compares specified attributes of the interacting 
organizations such as philosophies or objectives. The third approach, 
called relational properties, examines the linkage between the organiza- 
tions or systems. The fourth approach, called formal contextual properties, 
focuses on the character of the context in which a particular interaction 
occurs. The fifth approach, called non-organized contextual properties, 
describes the exchange effects produced by larger social processes. 
Marrett's (1971) review highlights the fact that no single approach to 
the assessment of interorganizational linkages exists. The approach 
chosen by any particular investigator will depend upon the purposes of 
the investigator. For the purpose of this investigation, which examines 


the nature of the linkages between systems, Marrettys (Lot. cnlro 


approach, the relational properties approach, appears appropriate. 


The Relational Properties 
Approach 


Marrett (1971:89-95 passim) identifies four interorganizational 
dimensions which are critical to the discussion of the relational 


properties approach: degree of formalization, degree of intensity, 
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degree of reciprocity, and degree of standardization. Andrews (1978:35) 
combines Marrett's (1971) dimensions of formalization and standardization 
under one heading: formalization. Andrews (1978) presents the major 
linkage dimensions, with explanation, as a table (Table 2a ae tesee 
Andrews (1978) concludes that if the formalization, intensity and reci- 
procity of the interorganizational relationships are high, then there is 
more likelihood that the relationships of the two organizations will be 
effective than if the relationships are characterized by low formalization, 
standardization and reciprocity. Andrews' (1978) findings regarding 
formalization appear to support two of Lynton's (1969) earlier conclusions 
wherein he suggested that the linkage mechanisms would be most effective 
if differentiated clearly and if they had the support of the system's 
decision makers. 

Thus, from the interorganizational linkage literature, in parti- 
cular that of Marrett (1971) and Andrews (1978), three variables can be 
identified which appear essential to the effective operation of a linkage 
system: formalization, reciprocity, and intensity. 

In addition to the interorganizational variables previously 
identified and which might be termed the structural dimensions of inter- 
organizational linkages, Benson (1975) suggests that sentiment dimensions 
also should be included in any framework to analyze interorganizational 
linkages. The sentiment dimensions define the attitudes or sentiments 
of the individuals involved in the linkage relationship. Benson's (1975) 
view reinforces that of Sofer (1961) as explored in Lynton (1969). Lynton 


(1969:413) states that: 
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. . . Sofer (1961) analyzed the emotional demands on linkage 
mechanisms . . . and found that "the organization undertakes an 
emotional division of labor in attitudes towards innovators in much 
the same way it distributes any other organizational task" (Sofer, 
1961:159). Some members will be for the new venture, others against 
it... . When people in the innovative subsystem get discouraged 
and uncertain about whether they can perform the innovative task, 
they tend to withdraw and to create barriers rather than linkages. 

Benson (1975:235) utilizes four sentiment dimensions: 


Domain Consensus: Agreement among participants in organizations 
regarding the appropriate role and scope of an agency. 


Ideological Consensus: Agreement among participants in organiza- 
tions regarding the nature of the tasks confronted by the organiza- 


tions and the appropriate approaches to those tasks. 


Positive Evaluation: The judgment by workers in one organization 
of the value of the work of another organization. 


Work Coordination: Patterns of collaboration and cooperation 
between organizations. Work is coordinated to the extent that pro- 
grams and activities in two or more organizations are geared into 
each other with a minimum of effectiveness and efficiency. 

Benson (1975) infers that the higher the levels of agreement among parti- 
cipants in organizations regarding the nature of the tasks confronted by 
the organizations and the value of those tasks, the more effective 
linkage relationships are likely to be. 

A close examination of the views of Lynton (1969), Marrett (1971), 

Andrews (1978) and Benson (1975) reveals some duplication as outlined in 
Table 2.3, the Author-Concept Matrix of Interorganizational Variables. 

In essence, Andrews' (1978) formalization variable subsumes Lynton's 
(1969) variables of clear differentiation and support of the system's 
decision makers. As well, Andrews' (1978) formalization variable subsumes 
Benson's (1975) sentiment variables of work coordination and, in part, 


domain consensus. Andrews' (1978) intensity variable also subsumes part 


of Benson's (1975) domain consensus variable. Two variables of Benson's 
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(1975) can be collapsed into one variable, positive consensus, by using 
a compounded definition of the sentiment which Benson (1975) is attempting 
to define. The variable of positive consensus is considered to be the 
agreement among participants in organizations regarding the nature of 
the tasks confronted by the organizations and the value of and the 
appropriateness of the approaches to those tasks. Lynton's (1969) 
variable of functionality-over-time and Andrews' (1978) variable of 
reciprocity do not duplicate or overlap with other listed variables. 
Therefore, for the purposes of this study, the conception of a 
linkage system between a permanent and a temporary system will include 
five variables: formalization, intensity, reciprocity, positive consensus, 
and functionality-over-time. In general, there is more likelihood that 
the linkage system will be effective if formalization, intensity, reci- 
procity, positive consensus and functionality-over-time are high than if 
formalization, intensity, reciprocity, positive consensus and functionality- 
over-time are low. 
The Linkage System, Adaptive 
System Effectiveness, and 
the Conceptual Framework 
In the preceding sections of this study, the concept of a temporary 
adaptive system was identified as being an important concept within the 
general area of organizational theory, and was identified as needing 
further study. 
In this section of the literature review, Lynton (1969:403) suggests 
that if decision makers decide to use a temporary adaptive system, "they 
will tend to . .. institute temporary differentiation and linkages; .. . 


between themselves and the 'working' portion of the temporary adaptive 
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system." However, Lynton (1969:339) further contends that the temporary 
linkage subsystem between the decision makers and the temporary "working" 
subsystem show a heavy incidence of failure. Miles (1964) and Hopkirk 
(1977) concur with this view. 

A review of literature suggests that five variables may be 
identified which are critical to a strong linkage subsystem. These 
variables include formalization, intensity, reciprocity, positive 
consensus, and functionality-over-time. These variables constitute the 
temporary linkage subsystem of the conceptual framework as outlined in 
Figure 2.1. 

In terms of the effectiveness of the temporary adaptive system, 
there will need to be a strong temporary linkage subsystem. Thus, if 
a strong temporary linkage subsystem exists, then the temporary adaptive 
system can be said to have achieved the first level of effectiveness 


which is designated as E, in the conceptual framework (Figure 2.1). 


ug 


In order to examine further the concept of a temporary adaptive 


system, two additional areas of research needed examination: temporary 


systems and implementation processes. 


TEMPORARY SYSTEMS 


Hopkirk (1977) undertook an exhaustive review of the literature 
related to temporary systems in an attempt to determine their utility 
as an organizational arrangement in education. In particular, Hopkirk 
(1977) examined five educational task forces with respect to specific 
characteristics attributed to temporary systems in the literature. 


Generally, the five task forces exhibited the characteristics predicted 


for temporary systems. 


29 


"ee 


ih 
7 & ‘ 
¥ ; Ps , rh 
quériryies ott sets Sates eo sides? gebes CMh ane 
' ’ ‘ 3 7 fet ' 
’ vis 4 Loy pins ay a ee & , dasite at sotets wy 26G e 
4 : b= 
- { r) ae] tn er ee = bi por (2 a ig = 
Ax) é , { a | ; af | ; 
jks adits tale: sont 
- os 7 a 
; ‘ute Gua et 
fy AaZyls Pon hee | &5' " rt q Zh 4" 
“ > ax? , ie | ? ‘ i ;a4 it ina 
(pills - ; ‘ 4 
a a4 ‘ea 
fain i ei ach Og 
: ‘ \ iA -«s 
=. % ) ' 
‘4 ISG Pe i § t 
, P ‘¢ be | 5 4 { if Dis si 
& > . 
a 
; r ? [<6 Pale hea . s 
q , a ae 
i 2 a) fi\ SGA SEV VE jy, ff CS Pv 
io7 Jj) ofte hea. FOSS tap PAaLS YOR ee 
' ad ife as je 
Fs nes ‘keri lips -syet ey 
a ® 
; diy Cn. ate 2 14 et *40) at aA p r ‘ 4 
: —_ 
als ES pal! oy ear 306 {ore ; « Siig, Sela i tj bed he a 
; +e Ps a 
saAnieate4t Wxe haheed cise eate éai@¢°28he CR 
4 = és J « ‘ 7 
| <5 aogseeesmedamd & 
Lenk Bp =) . rm | 
7 - » 


: . me 4 ° —. 

- _ GSTS 7 eRe 
ua © 

7 


re 7 » P | ies 

- Sa Spey, hi i ve dqtiatix » 8 igoss i ae 

pi ~ 2 P ~~) ; Fa 7 

aad ang oF swoeiods rm" th uate ye crxneayg 
; pee ne - a 7 


ee ‘i hati 


For the purposes of this study, the collateral temporary system, 
hereafter referred to in this literature review as the temporary system 
and in the research as the Committee, is of most importance. Hopkirk 
(1977:5) defines a collateral temporary system as: 

- - . one which co-existed with a formal organization. Members 
worked in the formal organization on a regular basis but were 
seconded to work in the temporary system on a part-time basis. 

In many organizations, collateral temporary systems are simply known as 


Ad Hoc Committees. The present study includes the detailed examination 


of collateral temporary systems as parts of selected adaptive systems. 


Typology of Temporary Systems 

A typology of temporary systems, as outlined in Table 2.4, can be 
constructed based upon the various purposes of temporary systems. In 
general, three types exist: symbolic, intended, and actual. Symbolic 
types of temporary systems are generated as a gesture of support, but 
do not result in any definite plans or actions. Such temporary systems 
may be used only to diffuse political conflict or delay action-taking. 
Intended types of temporary systems are used to process and collate 
information which, in turn, will be used by a larger policy group in 
policy formulation. Actual types of temporary systems attempt to develop 
policy actions which are to be implemented and which will require change 
on the part of the permanent system. 

Hopkirk (1977:12-18 passim) states that temporary systems can 
be used to "maintain a person, group, Or organization in the surrounding 
social system," accomplish particular tasks, and induce change. The 
maintenance function appears to be a symbolic type of temporary system, 


intended mainly as a gesture of support, but not resulting in any 
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Table 2.4 


Typology of Temporary Systems 


Types Purposes 
Tee Symbolic 1. a) ritualistic purpose--designed to provide 
moral support, diffuse a political 
COnt Vier. 


b) maintain a person, group, or organization 
in the surrounding system. 


2. Intended OX information processing purpose with no 
intended actions. 


3.) Actual 3. a) accomplish particular tasks 


b) induce change. 


eee nnn 


Particular action. Hopkirk) (1977:256-257) further notes that, optimally, 
temporary systems will be used to bring about organizational change, and 
to develop new materials, policies, or procedures. These purposes fall 
into the actual type of temporary system wherein tangible outcomes should 
be produced. 

Lynton (1969) suggests that at least two other functions may be 


served by temporary systems, or "ad hoc committees" as he calls them. 


Lynton (1969:406) suggests that the temporary systems can serve FLLualistic 


purposes, or can act as "ill-constituted mechanisms for exchanging 
information." These functions would fit into the typology respectively 
as symbolic and intended types of temporary systems. 

In order to pursue the concept of an adaptive system as outlined 


by Lynton's (1969) Hypothesis 2, only actual temporary systems were 
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examined. Only within actual temporary systems are action decisions 
purposely generated which are to have a direct effect upon the permanent 
suprasystem. 
Characteristics of Temporary 
Systems 

Hopkirk (1977) used a model developed by Steiner (1972) to organize 
the characteristics of temporary systems. The four categories of the 
Steiner (1972) model are task demands, resources, process, and productivity. 
For the purposes of this study, these characteristics were considered as 
criteria for identifying the most effective generation of action decisions 


by an actual temporary systems. 


Task demands. Steiner (1972:7) states that task demands involve 
the requirements of the task and the rules under which the task must be 
performed. In general, temporary systems have high initial goal defini- 
tion. In other words, the temporary systems usually deal with a sharply 
focused situation. This sharp goal focus generates high persistency 
and high expectations of success in temporary system members. As well, 
the goal focus can produce a "clean slate" effect wherein members are 
constantly starting something new. Hopkirk (1977:33) concludes that: 

Definite goal focus allows members of a temporary system to 

succeed or fail at a well-defined task. This is not often 
possible under a permanent hierarchical structure. 

The boundaries of a temporary system are usually clear and 
non-permeable. Membership in the temporary system is normally explicit 
and additions and deletions are rare. Boundary maintenance can be 


functional in several ways: further goal focus, reduce internal contlict 


and minimize socialization problems. However, boundary maintenance also 
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can be dysfunctional when it leads to "group think." 

Members of a temporary system are frequently separated from 
the permanent system for specified periods of time. Such separation 
has several consequences: removal of barriers to change, reduction 
of role conflicts and increased task orientation, provision of a 
protective function, and development of group cohesiveness. 

Temporary system sizes appear to vary dramatically and there 
appears to be no definitive view within the literature regarding the 
optimal size of temporary system groups. General ly, lerge groups are 
considered less desirable simply because they require more efforts at 
coordination and differentiation within the groups, a requirement which 
detracts from the major task focus of the temporary system. Thus, while 
overmanning or large size appears to be dysfunctional in terms of the 
effective operation of a temporary system, HOURLY Ka (LO77)35)}malso 
suggests that undermanning will have adverse effects on motivation. 
Thus, while size appears to affect the successful operation of a temporary 


system, no optimal size can be securely identified. 


Resources. Hopkirk (1977:30) defines resources as "the knowledge, 
abilities and tools possessed by group members and the distribution of 
these entities within the group." The resources for a particular temporary 
system will be dependent upon the task of the temporary system. Little 
is known, at present, as to which types of persons operate effectively 
in temporary systems although Keith (1978) suggests that persons who 


can tolerate high role stress may be most effective. 
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Process. Steiner (1972:8) states that process: 

. . . includes all those intrapersonal and interpersonal actions 
by which people transform their resources into a product, and all 
those non-productive actions that are prompted by frustration, 
competing motivations, or inadequate understanding. 

Several processes operate in temporary systems as a result of the fore- 
shortened time perspective. One process is an increased output of energy 
for the limited time period of the temporary system. A second process 

is goal redefinition. Goal redefinition serves to gain commitment from 
members, and aid in the development of group social skills. A third 
process important to members of temporary systems involves well-defined 
procedures. The well-defined procedures provide some measure of certainty 
and predictability in an otherwise tentative existence. A fourth process 
is the development of equal-status relationships within the temporary 
system. Increased and intensified communication and interaction among 

the members of the temporary system leads to certain shared, unique 
sentiments: early defensiveness and formality, playfulness, interpersonal 
liking, esprit de corps and involvement. As well certain norms develop: 
equalitarianism, authenticity, inquiry, hypotheticality, novelty and 


effortfulness. 


Productivity. Hopkirky (1977:40) statesvthav: 

. . . The products of temporary systems are of considerable 
variety. Such diverse products as a final report, member satis- 
faction, relationship changes, personality changes, learning 
outcomes, problem solution, and self renewal capacities are all 
outcomes of temporary systems of one form or another. 

Hopkirk (1977:42) further notes that policy recommendations or structural 


changes for permanent organizations are other forms of output produced 


by temporary systems. More precisely stated, Hopkirk (1977:93) defines 
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productivity as ithe actual outcomes which result from task demands, 
resources, and process." 

Hopkirk's (1977) results suggest that temporary systems which have 
adequate resources, well-defined task demands, facilitative processes, 
and a specific product can be identified as more effective than temporary 
systems which do not have those factors operating. Thus Hopkirk's (1977 ) 
findings would suggest that effective temporary systems will generate 
what Miles (1964) would define as "action decisions." 
Temporary Systems and the 

Conceptual Framework 

For the purposes of this study, only actual, collateral temporary 
subsystems will be examined as the "working portions" of the temporary 
adaptive system. To the extent that the collateral temporary subsystems 
are strongly linked to the permanent suprasystem, and to the extent that 
the collateral temporary subsystems have adequate resources, well-defined 
task demands, facilitative processes and a specific product, the collateral 
temporary subsystems should be effective in generating action decisions. 
If the collateral temporary subsystems can generate action decisions, 
the temporary adaptive system may be conceived of as having been effective 
to the second level of effectiveness of the conceptual framework for 
this study (E, of Figure 2.1). 

However, whether or not the action decisions will be implemented 
and thus, in Lynton's (1969) terms, have an effect on the systems, is a 
major question. As Bennis (1966:1975) comments: 

_ . . What we know least about--and what continually vexes 


those of us who are vitally concerned with the effective utilization 
of knowledge--is implementation. 
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What is known about implementation processes which may aid a 
researcher in determining whether or not the action decisions of a 


collateral temporary subsystem have had any effect on the permanent system? 


IMPLEMENTATION PROCESSES 


In a review of literature regarding the implementation of 
curriculum, Fullan and Pomfret (1977) examined 15 case studies in which 
attempts were made to measure implementation. 

Briefly stated, Fullan and Pomfret (1977) suggest, as a result 
of their review, that the researcher probably will find that the use of 
more than one method of measurement in any given situation is most 
desirable. Also, the fidelity perspective towards the measurement of 
implementation likely will be most useful for examination of pre-packaged, 
relatively explicit innovations. The process or mutual adaptation pers- 
pective on the other hand likely will be most useful for the examination 
of innovations in the early stages of development and use. Lastly, 
the measurement of any implementation is a "Snapshot." The implementation 
perspective, and the conclusions relative to a particular innovation 
potentially may change with the passing of time. 

One of the 15 cases reviewed by Fullan and Pomfret (1977) has 
particular importance for the purposes of this study. The case of 
importance is the Rand study of federally funded change agent programs. 

In a summary of Volume 1 of the report of the study, Berman and McLaughlin 
(1974:4) state that: 
. . . federal change agent policies . . . are temporary systems 


designed to work reform from within or through the existing educa- 
tional system. 
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The Rand study, as reported by Berman and McLaughlin (1974; 1976), is 
the only study known to this author which has dealt specifically with 
the problem of implementation of temporary system policies or, in the 
terms of the preceding discussion regarding temporary subsystems, action 
decisions. As such, the approach and findings of the Rand study become 
Particularly smportant to this study. 
Rand Study of U.S. Change 
Agent Programs 

The Rand Corporation, under the sponsorship of the U.S. Office 

of Education, conducted a several-year study of four federally funded 


programs which were designed to introduce and spread innovative practices 


in public schools through the provision of temporary (three to five years) 


funds. The four programs analyzed were: the Elementary and Secondary 
Education Act, Title III, Innovative Projects; the Elementary and 
Secondary Education Act, Title VII, Bilingual Projects; Vocational 
Education, Part D, Exemplary Programs; and the Right-to-Read Program. 
The total annual funding for these four programs in terms of 1974 costs, 
was $223 million. The Rand study's major question was: What is the 
usefulness of the federal efforts to promote innovation in schools and 
the prospects for reform? The Rand study surveyed 293 projects in 18 
states, and conducted 1735 interviews at all levels in the school 
districts. The survey and interviews sought to identify factors which 
influence the outcomes of projects. The information derived from the 
survey and interviews was analyzed using factor analysis and multiple 
regression. The findings of the first year of the study are set forth 
in a five volume report and more concisely in an article by Berman and 


McLaughlin (1976a). 


om 


= - - — a? 
a i Ae Pa i) a 
7 “et stetes ink Stunt Met Fin a8 Ys 
: s 
; e 01 bol tlc eten Sesh. elt Sony ates 
i‘. 5 is ; 
” Tages ra) a3 -a4 ride? a3: fe) 2“ air at E 
7 = "* + 7 Vs pet 
re i & wae ; 
) f ; ; | caltatasy str 
‘ shy Ce MVIaRAT ca el CGA & : 
' J eo 
‘ res j T ' ’ if 2 zg 
a s 
j 
7" 
4 
' : ay jae 274 
. . va) 
ll | : : ' 
P<s77 18  SJ6a0 bdo} oCe ae 
‘ Fey > oa : 1 
’ : : ' 
7 > so WTS Tres LS reels Jus WS i Ti SY ISH 
> oe) ~ - 7? y 2i2 ‘ 
Lads mi | eure 5 as ee ee 4 ontse 
bas - le ii rmria *s ¢ ap 4 4 - G 
ie aria i y ae Le afi ( i 
7 
ai Truly 3 RS ee 3 ; r of 
a ; Ay 
_ ne > an ' ; 12 ii 37 : 
J 
i —— 
= © eh wl eroproirne’ 29 Bed 'e*i aivboAs | : Sivel 
: y i rx. F ‘ 
_ « 
; _ pase ane 8h: Ritved 244 Te any (Cok Satogaee | 
7 i a * 0 bel é - : 
~ 7 = 7 a — 7 ; = a 
‘ 5 jew ot on Tey ~ oa wy. 5 7 , , ona , 
el West oe BABB Ad Seth: ait CORI: heb ages veal ? 
: : - 


ae 
a. 


Cm 


ey 


7 


38 


In the most general terms, "the change-agent study concluded 
that successful implementation is characterized by a process of mutual 
adaptation" (Berman and McLaughlin, 1976b:340). Mutual adaptation 
defines a process wherein the project design, the institutional setting 
and individual participants will all adapt or change mutually as the 
project progresses. Alternatively, less successfully implemented projects 
will be characterized by cooptation or non-implementation. Cooptation 
defines a process wherein the project design adapts, but no evident 
changes occur on the part of the institutional setting or participants. 
Non-implementation describes projects which were ignored by project 
participants or which broke down during implementation. One qualifica- 
tion must be made regarding the view that "successful implementation 
is characterized by a process of mutual adaptation." Berman and McLaughlin 
(1976a:353) state that where problem-solving attitudes and commitment 
existed, mutual adaptation occurred. Therefore, the possibility exists 
that problem-solving attitudes and commitment may be a necessary condition 
for mutual adaptation to occur. 

The theoretical approach utilized by the Rand study as reported 
by Berman and McLaughlin (1976a) necessitated an identification of factors 
affecting implementation and the identification of measures of effective- 
ness of a project's implementation. The conceptual framework developed 
for the study can be refined and modified as a result of the findings 
of the study. The modified conceptual framework is outlined in Figure 


2.4. 
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Factors Affecting Implementation 
The outcomes of action decisions are largely determined by an 
interplay among the institutional setting, the characteristics of the 


project, and the implementation strategy. 


Institutional setting. A receptive institutional setting is a 
necessary condition for effective implementation. Implementation will 
be difficult in a hostile or indifferent setting. An effective implemen- 
tation strategy will take advantage of institutional support by engaging 
the support and commitment of staff and administrators through the 


implementation strategies. 


Project Characteristics. The substance and scope of the proposed 
change had a direct effect upon successful implementation. Projects 
which were central to the solution of a distinct problem were more likely 
to be implemented. Projects requiring extra effort on the part of 
participants were generally more difficult to implement and generally 
did not adhere to the initial project design. Projects which were 


structurally complex required extensive coordination and often broke 


down. Projects which were disruptive of existing organizational procedures 


and routine were less likely to be implemented unless active support of 
organization members existed. Projects with values and goals which 
were consonant with those of the participants were more likely to be 
implemented. The concept of "positive consensus" in the linkage section 


of this chapter encompasses this latter concept. 


Implementation strategies. An implementation strategy refers 


to the choices made by decision makers about how to implement "action 
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decisions." In general, the Rand study (1974) concluded that successful 
implementation was characterized by mutual adaptation. Four key elements 
were identified in the Rand study which promoted mutual adaptation. 
These included frequent and regular meetings to plan adaptations to the 
project, extensive staff training, local development of materials to be 
used, and "critical mass." Critical mass means a mass of local support 
which establishes a "norm" of change rather than making project members 
seem to be deviant. 
Measures of Implementation 
Effectiveness 

Berman and McLaughlin (1976a) identify four measures of effective- 
ness of a project's implementation which were used in the Rand study. 
The measures of effectiveness of implementation which Berman and McLaughlin 
(1976a:350-351) Yeport are: 


1. Perceived success: the relative extent to which project 
participants believed the goals were achieved. 


2. Change in behavior: the type and extent of change in teacher 
and administrator as perceived by participants. 


3. Fidelity of implementation: the extent to which the project 
was implemented as originally planned... 


4. Continuation: the extent to which the LEA (Local Education 
Authority) continued project activities after federal funds 
were withdrawn . . . continuation may represent in effect a 
local market test of the merit of the innovation. 
Perceived success, fidelity of implementation and continuation 
were used in this study as measures of a project's implementation. The 
extent to which changes in the participants in the "project" were 


perceived to have been necessary was examined as an aspect of the 


Project Characteristics. 
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Implementation Processes and 
the Conceptual Framework 


To the extent that action decisions of the collateral temporary 
subsystem are actually implemented, the temporary adaptive system achieves 
the third level of effectiveness (E, an Figure 2.1). As Fullan and 
Pomfret (1977:340) have noted: 

. . - There are enormous definitional and methodological 

problems involved in considering which criteria to use to 

assess whether an innovation (action decision) has been 

implemented. 
Nevertheless, the Rand study provides a useful approach to the implemen- 
tation process through the mutual adaptation perspective of implementation. 
Three major factors which have an effect upon implementation are 
institutional setting, project characteristics, and implementation 
strategy. These factors were considered in this study as intervening 
variables relating action decisions to implementation. 

Three variables from the Rand study were employed in this study 


to measure implementation. Thethree variables are perceived success, 


fidelity of implementation, and continuation. 
CONCLUSION AND CONCEPTUAL FRAMEWORK 


This chapter has identified the concepts and interrelationships 
of the concepts which are pertinent to this study and which have been 
schematically presented in Figure 2.1. Five areas of literature were 
reviewed in order to provide a background for the development of the 
conceptual framework. The five areas of literature reviewed were: 
organizational effectiveness; the systems perspective with particular 
emphasis upon adaptive subsystems; linkage systems; temporary systems; 


and implementation processes. 
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The adaptive capability of a permanent suprasystem, defined in 
terms of adaptive systems, is of critical importance for organizational 
effectiveness. However, little is known regarding the actual adaptive 
activities of an organization. This study was an attempt to conceptualize 
one type of adaptive activity of an organization--the temporary adaptive 
system. To the extent that a temporary adaptive system is capable of 
generating a strong temporary linkage subsystem, the temporary adaptive 
system can be considered to be effective to the first level of effective- 


ness (see E, of Figure 2.1). A strong temporary linkage subsystem will be 


il 
characterized by high formalization, reciprocity, intensity, positive 
consensus, and functionality-over-—time. To the extent that action 
decisions are generated by a collateral temporary subsystem, the temporary 
adaptive system can be conceived of as having achieved a second level 

of effectiveness (see E. of Figure 2.1). The effective development of 
action decisions by the collateral temporary subsystem can be assisted 

by well-defined task demands, adequate resources, facilitative processes, 
and a specific product. To the extent that action decisions are actually 
implemented, the temporary adaptive system achieves the third level of 


effectiveness (see E, of Figure 2.1). Implementation of action decisions 


4) 
is aided by a mutual adaptation perspective of implementation, project 
characteristics which are in sympathy with the suprasystem, and by 
receptivity in the suprasystem to the values expressed in the action 
decisions of the "project." 


The following chapter details the study design, instrumentation, 


and methodology. 
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CHAPTER 3 


RESEARCH DESIGN AND METHODOLOGY 


This chapter, which outlines the design of the study, is divided 
into three sections: (1) research design, (2) instrumentation, and (3) 


research methodology. 


RESEARCH DESIGN 


Purpose of the Study 
As stated in Chapter 1, the purpose of the study was to examine 
a limited number of temporary adaptive systems in three Alberta univer- 
sities in order to explore the relationships between selected linkage, 
process and implementation variables and the effectiveness of the temporary 
adaptive systems. 
To fulfil the study purpose it was necessary to complete the 
following tasks: 
1. describe in detail the temporary adaptive systems with respect 
to the selected linkage, process, and implementation variables; 
2. determine the effectiveness of each temporary adaptive system; 
and 
3. determine the relationships between the selected linkage, 
process, and implementation variables and the effectiveness 


of the temporary adaptive systems. 
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Type of Study 

As indicated in Chapter 1, the study was conceived to be des- 
criptive and exploratory in nature. The study attempted to describe the 
characteristics of temporary adaptive systems as accurately as possible 
in order to achieve new insights into the composition and operation of 


temporary adaptive systems. 


Generalizing Analysis 

Lipset, Trow and Coleman (1970:169) state that: 

When an empirical analysis of a single case (or, as in this 
instance, asseries or cases) 1s to be carried out, it ican. be of 
either two general types, as follows: 

a) Description and explanation of the single case, to provide 
information concerning its present state, and the dynamics through 
which it continues as it does. This may be called a particularizing 
analysis. 

b) The development of empirical generalizations or theory through 
the analysis of the single case, using it not to discover anything 
about it as a system but as an empirical basis either for general- 
ization or theory construction. This may be called a generalizing 
Tia i Sue a ome aie 


Both of these kinds of analysis have long and honorable 
tLadzteLonseinvthe Social SCLences on «i. 7. 


In the present study the generalizing analysis has received the 
major emphasis. Although the emphasis has been on the extensive and 
more superficial examination of a number of cases, an attempt has been 
made by the researcher to retain as much as was feasible of the "rich" 
data which might have been obtained through the intensive analysis of a 


Single case. 


Research Variables 
The major task of this study was to determine the relationship 
between selected linkage, process, and implementation variables and the 


effectiveness of the temporary adaptive systems. From a review of the 
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literature a conceptualization of levels of effectiveness of a temporary 
adaptive system was developed and selected variables which would contribute 
to each level of effectiveness were identified. A summary of the levels 
of effectiveness and the contributory variables is presented in Figure 
Eine 

Level 1 of temporary adaptive system effectiveness occurs if a 
strong temporary linkage subsystem is generated. Five linkage variables 
of formalization, intensity, reciprocity, positive consensus, and 
functionality-over-time constitute the linkage subsystem. Level 2 of 
temporary adaptive system effectiveness occurs if action decisions are 
developed by the actual, collateral temporary subsystem (Committee). The 
major intervening variables which may affect the development of action 
decisions by the actual, collateral temporary subsystem (Committee) are 
well-defined task demands, adequate resources, facilitative processes, 
and a specific product. Level 3 of temporary adaptive system effective- 
ness occurs if the action decisions of the actual, collateral temporary 
subsystem (Committee) are implemented. The major intervening variables 
which may affect the implementation of action decisions will be institu- 
tional setting, project characteristics, and implementation strategy. 
The major variables for the determination of implementation are perceived 


success, fidelity of implementation, and continuation. 


Respondents 

The respondents in the study primarily were those persons who 
were members of the seven Committees which were the focus of this study. 
Also included as respondents were any persons identified as "knowledgeable" 
regarding the Committee by a number of committee members. The total 


respondent population was 51 of whom 45 were Committee members. 
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INSTRUMENTATION 


Fullan and Pomfret (1977:365-367), in discussing the measurement 
of the effectiveness of implementation note that the major methodological 
techniques employed in the measurement of implementation effectiveness 
were observational techniques, focused interview, questionnaires and 
content analysis of documents. In this study, three methods were utilized. 
A questionnaire (Appendix A) was the primary data collection method. The 
questionnaire was used to gather quickly and easily the perceptions of 
respondents regarding the variables pertinent to the study. A secondary 
data collection method was the semi-structured interview (Appendix B). 

The semi-structured format was used by the researcher to validate, qualify 
and/or extend the data obtained through the questionnaire. The semi- 
structured format also permitted the researcher to ask open-ended questions 
which resulted in some serendipitous findings. Analysis of documents 

was accomplished to provide background materials for each Committee and 


to validate questionnaire and interview data. 


Questionnaire 


A questionnaire was utilized in this study to measure respondents' 
perceptions of the selected variables in the study. A search of avail- 
able instrumentation revealed that some previously validated instruments 
were available. This search revealed that Andrews (1978) had developed 
and validated a questionnaire/interview approach regarding linkage 
dimensions. The Hopkirk (1977) study utilized a questionnaire/interview 
approach regarding the effectiveness of the temporary systems (Committees). 


The Rand Change Agent Study (1974) utilized a questionnaire/interview 
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approach regarding implementation of temporary system decisions. However, 
none of the instruments appeared appropriate for the purposes of this 
study although selected items were appropriate. Therefore, the researcher 
developed both a questionnaire and an interview schedule specifically for 
this study. 

In the development of the questionnaire, the researcher identified 
an initial pool of items regarding linkages, Committee processes, imple- 
mentation and effectiveness. Once the pool of items had been checked 
for content validity, a pilot questionnaire was developed. Based on the 
pilot study, a revised and final questionnaire was developed. 

The questionnaire (Appendix A) was highly structured with res- 
pondents asked to select answers from a range of responses for each item. 
In the first of three sections of the questionnaire, entitled Linkage 
Activities, information was solicited regarding the nature of the relation- 
ships which existed between the Committee and the Faculty. In the 
second section, entitled Committee Processes, information was sought 
regarding the processes of the Committee. In the third section, entitled 
Implementation, respondents were invited to provide information regarding 
the actual use made within Faculty of Committee decisions and recommenda- 
tions, and factors which may have affected the actual use of the decisions 
and recommendations. 

The questionnaire required 44 responses. The questionnaire was 
administered to 54 respondents, all of whom returned the questionnaire. 


Of the 54 questionnaire returns, 51 were usable. 
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Interview 

As noted earlier in this chapter, the interview schedule (Appendix 
B) was semi-structured. In each interview, respondents were asked initially 
to criticize or clarify items of the questionnaire. Then each respondent 
was asked a series of questions which were intended to verify and extend 
information provided in the questionnaire. Attempts were made by the 
interviewer to elicit in-depth responses for each of the interview 
questions by pursuing the lines of thought which were stimulated by the 
questions. In order to permit this, the order of questioning differed 


slightly from interview to interview. 


Pilot Studies 

The instrumentation for the study was subjected to two pilot 
tests utilizing members of Committees other than those in the actual 
study. The first pilot study included members of a Committee in one 
of the Faculties of Education in the study. Questionnaires and interviews 
were used with this sample and the data reviewed with the intention of 
determining areas where the instrumentation and data collection tech- 
niques might be improved. The following outcomes resulted from the first 
DILOtEStUGY > 

1. The period of time on which the study was focused was revised 

to cover January, 1975 to December, 1976 rather than the time 

period originally selected which was January, 1973 to December, 

1975. This was done because members of the pilot study seemed 

to have a great deal of difficulty recalling events associated 

with their Committee, which had been active during the former 

time period. During the pilot run interviews, a number of res- 


pondents stated, "it happened so long ago." 
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2. The method of Committee selection was revised since the first 
pilot study failed to identify successfully the Committees 
which were intended to produce action decisions. 

3. Changes were made in the questionnaire and in the interview 
schedule to improve clarity, to delete redundant items, and 
to modify the format. 

4. The questionnaire/interview format was confirmed as an appropriate 
and manageable strategy. 

The second pilot study was believed to be necessary to determine 
further the areas where instrumentation and data collection techniques 
might be improved. The second pilot study was conducted in the same 
Faculty of Education in which the first pilot study was conducted and 
included nine members of Committees which were functioning between 
January, 1975 and December, 1976. The following outcomes resulted from 
the second pilot study: 

1. The problem of "memory fade" was reduced. 

2. The method of Committee selection was successful. 

3. The instruments were clearer and less redundant than the instru- 
ments used in the first pilot. 

4. The method of administering the instruments was reconfirmed as 


appropriate and manageable. 


Validity 

Fox (1969:367) defines validity as ". . . the extent to which the 
procedure . . . measures what it seeks to measure." Isaac and Michael 
(1978:82) identify three types of validity: content, criterion-related, 


and construct. 
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Content validity. Isaac and Michael (1978:82) claim that content 
validity asks the question: "How well does the content of the test sample 
the kinds of things about which conclusions are to be drawn?" Thus, as 
Kerlinger (1973:458) notes, content validation is essentially judgments. 

All the questions and items included in the questionnaire and 
interview schedule were developed directly from the literature pertinent 
to the study. Thus the source of the questions and items should have 
established a preliminary level of content validity prior to the examina- 
tion by the three judges. 

In order to obtain further content validation, the researcher 
submitted a preliminary form of the proposed questionnaire to a panel of 
three judges who were Faculty members of one of the Faculties of Education 
in the study. Each judge was familiar with the intent of the study. 

On the proposed questionnaire, the variables that each item was supposed 
to measure were identified. The judges were directed, in a covering 
letter, 

. . . to examine each item in detail in order to judge whether 

or not the items actually will attract relevant and useful data 
pertinent to this study. In essence, I am asking you to assist me 
in validating the content of the questionnaire. Please identify 
items which are unclear or ambiguous, irrelevant or redundant, do 
not have appropriate response categories, or exhibit bias. If 
there are items which you believe should be added, please state 
them. 

On the basis of the comments of panel members, revisions to the instru- 

ments were undertaken in preparation for further content validation 

through the use of the pilot studies. 

The research methodology encouraged further content validation. 


The researcher encouraged respondents at the time of the interviews to 


clarify the intent of difficult questions. This procedure was intended 
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to improve the content validity of the instruments. Content validity 
was enhanced further by collecting data from all members of the Committees 


in the study. 


Criterion-related validity. Isaac and Michael (1978:82) claim 
that criterion-related validity asks the question, "Does the test compare 
well with external variables considered to be direct measures of the 
characteristic or behavior in question?" To some extent, criterion- 
related validity was established by comparing the results of the question- 
naires and interviews with available documents and other evidences of 
the Committees' work. Attempts to establish criterion-related validity 
were limited primarily to implementation aspects of the study although 
some evidence was gathered with reference to linkage and Committee 


processes. 


Construct validity. Isaac and Michael (1978:82) claim that 


construct validity asks the question, "To what extent do certain explana- 


tory concepts or qualities account for performance on the test?" Kerlinger 


(1973:466) states that "In a sense, any type of validation is construct 
validation" so that all of the foregoing methods of establishing content 
and criterion-related validity also are efforts to establish the validity 
of the total construct. In essence, this total study should be considered 


aSvansertort. at, construct validation. 


Reliability 
Kerdinger (1973:443). defines reliabilitysas >... .( the accuracy 


or precision of a measuring instrument." Popham (1975:117-120) identifies 


four general procedures used to supply estimates of test reliability. 
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One procedure is to test and retest an examined person's or group's 


performance over a period of time using a test on two separate occasions, 


and then calculating a correlation coefficient. This procedure is labelled 


the test-retest estimate of reliability. A second procedure is an equi- 
valent method which "involves giving two forms of a test .. . to the 

same group of persons on the same day, then correlating the results" 
(Popham, 1975:118). A third procedure joins the equivalence and test- 
retest methods by administering equivalent forms of a test to the same 
group with a period of time between administrations. All of the preceding 
methods of establishing reliability require two testing sessions. The 
fourth method of establishing reliability is to use one of a number of 
internal consistency techniques. 

Two tests of reliability were used in this study: a test-retest 
method and an internal consistency method known as the odd-even split-half 
coefficient technique. As part of the second pilot study, nine members 
of Committees which existed between January, 1975 and December, 1976 in 
one of the Faculties of Education in this study were asked to answer the 
questionnaires. One week later, each respondent was asked to fill in the 
questionnaire again with regards to the same committee. All respondents 
filled in and returned the questionnaire on the second occasion. A 
two-tailed "t" test was used for comparing the results of the first and 
second administrations of the test. At the .05 level of significance, 
three items were significantly unreliable. 

The second reliability test performed was that of assessing 
internal consistency. The odd-even split-half coefficient technique 


was used. The split-half technique (Popham, 1975:118): 
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. . - involves dividing a test into two equal halves, ordinarily 
by treating the odd then the even items as though they constituted 
separate tests. The total test is administered to a group of 
individuals, then their two subscores .. . are correlated. The 
resulting correlation coefficient is considered an estimate of the 
degree to which the two halves of the test are performing their 
functions consistently. 

Using this approach and the Spearman-Brown prophecy formula, an 
estimate of the reliability of the full length test was made. Each 
section of the instrument was tested separately. All three sections of 
the questionnaire had a reliability coefficient of .79 or better. The 
overall reliability of the instrument, using the KR-20 formula, was .85. 

Items which were weak were revised in line with comments and 


suggestions made by the respondents at the time of the pre-test. The 


revised questionnaire was then used in the main study. 


RESEARCH METHODOLOGY 


General Research Approach 


Permission to conduct the study was secured through contact with 
the Deans of the Faculties of Education in Alberta. Dean W.H. Worth, 
of the Faculty of Education at the University of Alberta, provided a 
preliminary explanation of the study to the other two Alberta Deans of 
Education at a meeting of Alberta Deans of Education held in late 
September, 1978. All three Deans granted permission for the study to be 
conducted in their Faculties. A follow-up telephone call to each Dean 
was made to confirm the granting of permission and to outline briefly the 
needs of the researcher pertaining to the study and to request the name 
of a person within the Faculty who would be responsible for assisting with 
the identification of two to three suitable Committees in each Faculty. 


Contact persons were identified within each Faculty. 
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In October, 1978, the researcher made a preliminary visit to 
the three Faculties to examine the Faculty of Education Council Minutes 
spanning the time period from January, 1973 to December, 1977. The 
purpose for the examination of Faculty of Education Council minutes was 
to identify ad hoc committees, task forces or projects which might 
possibly be used as the foci for the study. Although the study was 
delimited only to the time period of January, 1975 to December, 1976, the 
examination of Faculty of Education Council minutes before and after was 
needed in order to provide a context for the formation, activities and 
termination of the Committees. From this perusal of Faculty Council 
Minutes, three Committees were identified at the University of Alberta's 
Faculty of Education, 11 Committees at the University of Calgary's Faculty 
of Education, and three at the University of Lethbridge's Faculty of 
Education. 

A letter (Appendix C) then was written to each Dean or his 
designate. The letter was a request for each Dean or his designate to 
select from the above-mentioned list of Committees within his Faculty 
of Education those Committees which were deemed to have been struck to 
provide "action recommendations" for the respective Faculties, and which 
they viewed were "important" and "effective" committees. Two such 
committees were identified for the University of Alberta's Faculty of 
Education; two committees were identified for the University of Calgary's 
Faculty of Education; and three committees were identified for the 
University of Lethbridge's Faculty of Education. 

Once the Committees were selected, the researcher obtained copies 


of minutes, documents and reports pertinent to each committee. Members 
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of each committee were identified as the preparatory step to data 


collection which was the next stage of the study. 


Data Collection 

During late November and December, 1978, a questionnaire was 
personally delivered to each respondent. Respondents were asked to 
have the questionnaire completed prior to the interview. In most 
instances, a time for questionnaire pick-up and the follow-up interview 
was specified at the time of questionnaire delivery. Interviews were 
usually 30 minutes in duration although some varied by ten minutes 
in either direction. All interviews were conducted privately and in 
person by the researcher. Interviews were tape recorded and subsequently 
transcribed. Analysis of the interviews was done using the transcribed 
version. 

Interview and questionnaire data were treated confidentially 
and anonymously. Additional data were extracted from appropriate 
documentation pertinent to each Committee. These data related mainly 
to the historical setting of the Committee and to the action decisions 
taken by the Committee. Concrete evidence of implementation of Committee 


"action decisions" was sought and, if present, was noted. 


Data Analysis 
Each item of the questionnaire used to gather data for the study 
had five response categories. Mean scores and standard deviations were 


computed for each item. The mean scores for most items that fell within 


the range of: 
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a) 1.0 and 1.8 were treated as representing the first response 
category of "to a very great extent"; 
b) 1.9 and 2.6 were treated as representing the second response 
category of "to a great extent"; 
c) 2.7 and 3.4 were treated as representing the third response 
category of "to some extent"; 
d) 3.5 and 4.2 were treated as representing the fourth response 
category of "to a small extent"; and 
e) 4.3 and 5.0 were treated as representing the fifth response 
category of “to a very small extent or not at all." 
The eae deviation was used in this study to indicate the 
level of agreement among respondents regarding any particular item. 
Based upon a cursory examination of the data prior to extensive analysis, 
a standard deviation of 1.0 or less was selected as indicative of a 
reasonable level of agreement since it represents a clustering of 
responses within three response categories on the scale. Nevertheless, 
some cautionary remarks are necessary regarding the use of standard 
deviations in this study. First, the standard deviations have been used 
to provide "indications" of agreement. However, they also have been 
treated with circumspection and liberal interpretation. As Kerlinger 
(1973:107) notes: 
- - . Calculate statistics and act as though they were "true", 
but always maintain a certain reserve toward them, a willingness 
to disbelieve them if the evidence indicates such disbelief. 
Secondly, in any one Committee the level of disagreement among respondents 
regarding particular items or blocks of items may appear important enough 


to modify the impact of or even disqualify the findings for particular 
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items. Whether or not the data were treated as unreliable was dependent 
upon the discretion of the researcher in light of other evidence. How- 
ever, when these same data were aggregated across the Committees, the iess 
reliable responses were assumed to be balanced by more reliable responses 
on the same item in another Committee. Kerlinger (1973:311), in a dis- 
cussion of error variance, indicates that such an assumption can be made 
since random, uncontrolled fluctuations tend to be self-compensating. Thus 
the aggregated values tend to be more reliable than the values found in 

the separate Committees. 

The complexity of the interrelationships among the variables in 
the study necessitated an aggregation and comparative technique. Where 
a variable was measured using more than one item, an aggregate score for 
the variable was computed by combining all the scores for the items and 
dividing by the number of respondents to achieve a score for the variable. 
The scores for the variables were then aggregated, with the exception 
of the aggregated effectiveness score, to form . composite variable 
score. The response category range in which the composite variable score 
fell was then compared to the response category range in which the 
aggregated effectiveness score fell. If the two scores fell within the 
same range, there was a positive relationship and the construct of the study 
was substantiated; if the scores did not fall within the same range, 
the construct of the study was unsubstantiated. 

In order to further confirm or reject the findings developed 
using the aggregation and comparative technique, the data were subjected 
to further analysis. Techniques employed in further analysis were rank- 
ordering, F-test for significant differences, correlations, and explora- 


tory factor analysis. 
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Data Presentation 

Data are presented in the following chapters using the conceptual 
framework developed in Chapter 2 and outlined in brief form in Figure 
2.1. Each of seven committees is described in the following seven 
chapters according to the selected linkage, process and implementation 
variables. As well, each Committee's effectiveness is identified. For 
each Committee a discussion of the relationships of the selected variables 
to effectiveness of the Committee is provided. In the final chapter, 
the seven Committees are compared and a generalizing analysis is used to 
summarize the relationships of the selected variables to the effectiveness 


of Committees. 
SUMMARY 


The research design and methodology of the study were presented 
in this chapter. The purpose of the research was to examine seven "ad 
hoc committees" in three Faculties of Education in Niperta in order to 
explore the relationships between selected linkage, process and imple- 
mentation variables and the effectiveness of the "ad hoc committees." 

Data were collected using a questionnaire designed for the 
study. A semi-structured interview was used to follow-up the question- 
naire and to verify and extend information obtained from the que stion- 
naire. Document analysis was used to provide background data and 
validate questionnaire and interview data. Respondents were members 
of the Committees and other "knowledgeables" identified by a number of 
Committee members. 


Techniques employed in the analysis of data were an aggregation 
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and comparative technique, rank-ordering, significant differences, corre- 


lations, and exploratory factor analysis. 
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CHAPTER 4 
EARLY CHILDHOOD COMMITTEE 


This and the following six chapters present the findings for 
each of the Committees in the study. The Committees are described in 
the sequence in which the data were collected. Chapters 4 and 5 describe 
two Committees in the Faculty of Education at the University of Calgary; 
Chapters 6, 7 and 8 describe three Committees in the Faculty of Education 
at the University of Lethbridge; and Chapters 9 and 10 describe Committees 
in the Paeuley of Education at the University of Alberta. 

This chapter presents a descriptive analysis of the Early 
Childhood Committee of the Faculty of Education at the University of 
Calgary. The chapter is divided into six major sections: background 
information on the Early Childhood Committee, linkage activities, 
Committee processes, implementation, effectiveness, and a summary of 
the findings. 

Data contained in this chapter were collected from the Faculty 
of Education Council minutes and by means of questionnaires and inter- 
views with the five members of the Early Childhood Committee. Mean 
scores and standard deviations were computed for each item in the 
questionnaire. Each item had five response categories. The mean scores 
for most items that fell within the range of: 

a) 1.0 and 1.8 were treated as representing the first response 


category of "to a very great extent"; 
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b) 1.9 and 2.6 were treated as representing the second response 
category of "to a great extent"; 
c) 2.7 and 3.4 were treated as representing the third response 
category of "to some extent"; 
d) 3.5 and 4.2 were treated as representing the fourth response 
category of "to a small extent”; and 
e) 4.2 and 5.0 were treated as representing the fifth response 
category of "to a very small extent or not at all." 
Where a variable was measured using more than one item, an aggregate 
score for the variable was computed by combining all the scores of the 
items and dividing by the number of respondents to achieve a score for 


the variable. 
BACKGROUND 


The Early Childhood (EC) Committee was composed of three members, 
plus one other person who was a member of the report writing team. One 
additional member joined the EC Committee part way through the term of 
the Committee. 

The EC Committee was established by the Faculty of Education 
Council (FEC) in October, 1974 to review, refine and update an earlier 
proposal for an Early Childhood Program at the University of Calgary. 

All members of the EC Committee perceived the Committee to have been 
struck to provide action recommendations for FEC. In carrying out its 
purpose, the EC Committee completed a number of tasks as outlined eos 


Report (April 28; 197526): 
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The Curriculum Planning Committee of the Faculty of Education 
established a sub-committee to prepare a proposal for a new pro- 
gramme in the fall of 1974. This committee prepared an outline 
for developing courses which would prepare students for the new 
programmes. Each department in the Faculty of Education was asked 
to react to the general proposal. 

Meetings were held with departmental representatives from 
other Faculties to discuss the kinds of contributions they might 
make in designing new courses or cooperating with other departments 
in offering integrated courses. Suggestions were considered and, 
where possible, were incorporated into a revised proposal. A draft 
of a brief was prepared and returned to each department for consider- 
ation with a request to prepare a topical outline of each new 
course to be offered. After further discussion, a final draft of 
the brief (was) prepared for submission to the Curriculum Planning 
Committee who, in turn, prepared recommendations for Faculty of 
Education Council, General Faculties Council and the Department 
of Advanced Education. 

The first draft of the EC Committee Report was presented to FEC 
in May, 1975. The Report was accepted by FEC in October, 1975 and for- 
warded to General Faculties Council (GFC). The Report was tabled by 
GFC pending the March, 1976 Report of the Presidential Task Force to 
Assess and Evaluate the Faculty of Education. Subsequently, the EC 
Committee Report was returned from GFC to the FEC for further examination 
by another FEC Committee. A report by the second Committee was forwarded 


to GFC and was awaiting review by the GFC at the time that data for the 


present study were being collected. 
LINKAGE ACTIVITIES 


This section of the chapter examines linkages between the EC 
Committee and the Senior Administration, as well as between the EC 
Committee and the Faculty-at-large. The effectiveness of the linkage 
activities of the EC Committee also was examined. The findings are 


presented under the headings of formalization, reciprocity, intensity, 
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positive consensus, and functionality-over-time. Table 4.1 contains 
data pertaining to these variables. A further sub-section discusses the 


linkage activities. 


Formalization 

Formalization is the degree to which ne intraorganizational 
relationship is given official sanction by the parties involved. The 
formalization variable was measured using two items. Item 1 of the 
questionnaire measured the extent to which the relationship between the 
Faculty and the Committee was given official or formal sanction. Item 
3 of the questionnaire assessed the extent to which an intermediary 
coordinated the relations between the Senior Administration (or Faculty 
Council) and the Committee. ‘The means of the two items then were 
averaged to provide an aggregate score for the variable. 

As indicated by the mean of 2.8 for the first item in Table 401% 
detailed written terms of reference were perceived on the average to 
exist for the Committee "to some extent." However, the perceptions of 
respondents differed considerably in relation to this item as evidenced 
by the responses which ranged from "to a great extent" to "to a very small 
extent or not at all." Other evidence obtained from an appendix of 
the Report of the Curriculum Planning Committee for Faculty of Education 
Council (FEC Meeting No. 31, March 11, 1975) entitled "Existing Committees 
and Sub-committees of the Curriculum Planning Committee" outlined the 
written terms of reference of the EC Committee as follows: 


Focus: C.P.C. (Curriculum Planning Committee) was of the opinion 
that the previous proposal entitled ". . . " required review, 
refinement, and updating. This task will be attempted by the 


following ad hoc committee: (three Faculty members were identified). 
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Thus, the task of the EC Committee was identified formally and the method 
of accomplishing the task was defined simply by its designation as an 
"ad hoc committee." Some of the resources, in terms of pereonce were 
Mentioned. No other resources were specified. The expected product 
could be inferred from the above quotation; namely, the Committee was to 
produce a revised, refined and updated version of an earlier proposal. 
As one respondent noted: "The terms of reference were specified for the 
tasks, but not for resources, processes or expected product." Another 
Denes was totally unaware of any terms of reference. This second 
respondent stated: "There were no written terms of reference. . 

(and) none were necessary." 

As evident from the mean of 1.4 for Item 3 in Table 4.1, linkage 
between the Senior Administration and the Committee was perceived to 
have existed "to a very great extent." 

In the aggregate, formalization of linkages among the parties 
involved, as represented by the aggregate score of 2.1, was perceived 


by respondents to have existed "to a great extent." 


Reciprocity 


Andrews (1978:8) defines reciprocity as "the relative contribu- 
tion of various parties in the relationship." 

As indicated by the mean of 3.4 for Item 2 of Table 4.1, the 
terms of reference for the Committee were perceived "to some extent" to 
have been arrived at cooperatively by the Committee members and Senior 
Administration. However, the perceptions of respondents seemed to differ 
considerably on this item as evidenced in their responses which ranged 


fron “to a great extent” to “to a Very”small extent or not at all." 
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Intensity 


Intensity is the resource investment, both human and material, 
that an organization has to make in order that the intraorganizational 
relationship between selected parts be viable. Four items in the 
questionnaire addressed different aspects of intensity. The human 
investment was defined in terms of meeting time committed by the various 
parties. Items 4, 5 and 7 were used to measure the amount of involvement 
demanded respectively on the part of Committee members, on the part of 
Senior Administration (or Faculty Council) in conjunction with the 
Committee, and on the part of other members of Faculty in conjunction 
with members of the Committee. Item 9 assessed the extent to which the 
Committee was provided with resources such as funds, materials, equipment, 
Peleace time and/or facilities. 

As indicated by the mean of 2.0 and the standard deviation of 
0 for Item 4 in Table 4.1, all members of the Committee agreed that they 
met “to a great extent" from the time the Committee was founded until 
it was dissolved. Although the variance was great in the members' 
responses for Item 5, concerning the extent to which the Committee met 
with Senior Administration, on the average the members reported that they 
had met with Senior Administration (or FEC) "to a small extent." There 
was somewhat more agreement among members and a "higher" average rating 
given in relation to the communication with the Faculty-at-large; the 
mean of 2.3 on Item 7 suggests that the Committee and Faculty-at-large 
communication was perceived as having occurred "to a great extent." 

As evidenced by the mean of 4.3 for Item 9 in Table 4.1, the material 


resources to carry out the Committee tasks were perceived to have been 
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sufficient "to a very small extent or not at all." However, the standard 
deviation of 1.0 on this item indicates a wide variation in perceptions 
regarding the sufficiency of the resources supplied to the Committee. 

The aggregate score of 3.2 on this variable indicates that the 
intensity of resource investment was perceived by respondents to have 


existed "to some extent." 


Positive Consensus 

Benson (1975:235) defines positive consensus as: 

. . . the agreement among participants in organizations 
regarding the nature of the tasks confronted by the organiza- 
tions and the value of and appropriateness of the approaches 
to those tasks. 

As indicated by the mean of 2.3 and standard deviation of 0.5 
for Item 10 in Table 4.1, the Committee members appeared to agree 
strongly that the Faculty-at-large considered the task of the Committee 
to be worthwhile "to a great extent." As one respondent commented: 

"To pass through Faculty successfully, it (any recommendation or 

report) needs to have the support of Faculty." As mentioned earlier, 
the Report did pass through FEC and was forwarded to GFC. However, 
interviews with respondents qualified these perceptions. One respondent 
noted: 

There was a great deal of involvement inside and outside of 
Faculty, but the involvement was limited to selected, represen- 
tative persons who were interested in the task. People are 
prepared to listen, but the leadership and advancement of the 
program had to come from a few. 

A second, in reference to an announcement of government funding for such 


programs which occurred about the time the EC Committee was meeting, 


stated that "It was important to Faculty because of the stimulus from 
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government." A third respondent further qualified the perception that 
there was positive consensus of Faculty-at-large and Committee by 
stating that "Some Faculty members thought other matters should be 
given priority. This is true of any issue." Thus the findings from 


the questionnaire are qualified semewhat by interview responses. 


Functionality-over-time 


Functionality-over-time refers, in the present study, to the 
extent to which organizational linkages remain functional over the 
period of time during which the Faculty and the Committee were related. 

As indicated by the mean of 2.5 and standard deviation of 0.6 
for Item 1l in Table 4.1, the Committee members appeared to agree 
strongly that the relationships between the Faculty and Committee 
remained active and functional "to a great extent" throughout the life 


of the Committee. 


Linkage Effectiveness 


Linkage effectiveness is a generalized assessment of the 
effectiveness of the linkages among the Committee, Senior Administration 
and Faculty-at-large. 

The linkage effectiveness variable was measured using two items. 
Item 6 of the questionnaire measured the extent to which liaison relation- 
ships between the Senior Administration and the Committee were perceived 
to be effective. Item 8 of the questionnaire assessed the extent to 
which the liaison relationships between the Faculty-at-large and the 
Committee were perceived to be effective. The scores of the two items 


were then combined to provide an aggregate score for this variable. 
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As, indicated by the mean of 3.3 for Item 6 in Table 4-1, the 
liaison relationships between the Senior Administration and the 
Committee were perceived by Committee members to be effective "to 
some extent." However, as the standard deviation of 1.3 would indicate, 
the perceptions Seer esoonienee varied considerably regarding this 
item. | 

As evidenced by the mean of 2.8 for Item 8 in Table 4.1, the 
liaison relationships between the Faculty-at-large and the Committee 
were perceived by Committee members to be effective "to some extent." 
The standard deviation of 0.5 would seem to indicate strong agreement 
among the cppenc ae perceptions. However, in later interviews, 
three of the five respondents qualified their views somewhat by noting 
that the linkages were primarily with concerned or committed persons 
and that there was a substantial "silent majority" of others with whom 
the linkages were virtually non-existent. 

In the aggregate, effectiveness of linkages, as represented 
by the aggregate score of 3.1, was perceived by respondents to exist 


"to some extent." 


Discussion of Linkage Activities 


Formalization. The aggregate score for the formalization 
variable was a mean of 2.1 which indicates that formalization existed 
"to a great extent." The responses from the questionnaire and the 
subsequent interviews with Committee members suggest that the linkage 
between Senior Administration and the Committee may account, in large 
measure, for the perceived score for formalization. The linkages 


between Senior Administration and the Committee were accomplished, at 
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least in part, by having one person serve in three roles: Associate 
Dean (Senior Administrator), chairman of the Committee, and chairman 

of the Curriculum Planning Committee (to which the Committee reported). 
Two members confirmed that this combined role facilitated the linkage 
relationship between the Committee and the Senior Administration, 
Written terms of reference appeared to be less critical than the Senior 
Administration-Committee relationship in terms of creating a "high" 
formalization score. In fact, the respondents held widely differing 
perceptions regarding the extent to which terms of reference existed. 
One respondent, as mentioned earlier, even went so far as to suggest 
that "There were no written terms of reference . .. (and) none were 
necessary." Thus, in summary, formalization existed "to a great 
extent" and the moderately high formalization score apparently was 
dependent, in large measure, on a very extensive (very high) relation- 
ship between the Senior Administration and the Committee rather than on 


any written terms of reference. 


Reciprocity. The score for the reciprocity variable was a mean 

of 3.4 which indicates that reciprocity existed "to some extent." This 
means that “to some extent” the terms of reference of the Committee were 
perceived as having been arrived at cooperatively by the Committee members 
and the Senior Administration. Interviews which were held with Committee 
members subsequent to their completion of the questionnaire indicated 

that the terms of reference of the Committee were established primarily 

by the Associate Dean who later acted as Chairman of the Committee. In 
effect, the terms of reference were established prior to the official 


appointment of the Committee members and, as such, Committee members had 
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no formal input to the initial definition of the Committee's terms of 
reference. There may have been informal discussion between the Associate 
Dean and potential Committee members prior to the formal establishment 
of the Committee; however, none of the data provided verification of 


such an occurrence. 


Intensity. The aggregate score for the intensity variable was 
a mean of 3.2 which indicates that intensity existed "to scme extent." 
The responses from the questionnaire and the subsequent interviews with 
Committee members indicated that, in terms of the human investment, 
a considerable investment of staff time was committed to the development 
of the Report. The Committee itself met once or twice a week for a 
period of one or two hours. The meetings were as short as they were 
because, as two respondents noted, one or two people did a greaz deal of 
work prior to the meetings. In addition, a number of meetings were 
held with departments within the Faculty and with some Faculties or 
departments outside the Faculty to discuss the Committee proposal. On 
the other hand, there was little material investment in the Committee's 
activities beyond the indirect costs which can be inferred for the cost 
of human labor. Thus, in summary, intensity existed "to some extent" 
and the modest intensity score probably was dependent, in large part, on an 


intensive investment of time by participating staff members. 


Positive consensus. The score for’ the positive consensus variable 
was a mean of 2.3 which indicates that positive consensus existed "to 


a great extent." 


Interview data, as noted previously, qualified this score somewhat 
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but did not contradict it. In general, positive consensus existed 
although there was not whole-hearted or unanimous support for the work 


‘the Committee was doing. 


Functionality-over-time. The score for the functionality-over- 
time variable was a mean of 2.5 which indicates that functionality- 
over-time existed "to a great extent." The explanation for this 
moderately high score may be related, in the judgment of the researcher, 
to the intensity variable and particularly to the level of human invest- 


ment in the Committee. 


Linkage effectiveness. The aggregate score for the linkage 
effectiveness variable was a mean of 3.1 which indicates that linkage 
effectiveness existed "to some extent." Although respondents felt 
that Committee-Senior Administration linkages were effective "to some 
extent," subsequent interview data indicated that the respondents 
perceived less than total support for the Report from all of the Senior 
Administration, even though one of the Senior Administrators had served 
as Chairman of the Committee. One respondent suggested that the process 
of changing Deans had damaged the Committee-Senior Administration 
liaison because an outgoing Dean either cannot or will not force a 
program onto an incoming Dean; any interim or acting Dean will not 
promote a particular program; and a new administration may be inatially 
Cautious. The respondents, in general, believed that Committee-Senior 
Administration linkage effectiveness appeared to have resulted from 
the efforts of selected individuals, and from the dual roles of the 
Chairman-Associate Dean. The af fectivencee of the linkages between 


the Committee and the Faculty-at-large was perceived by respondents, 
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in interviews, to have resulted mainly from the many meetings which were 
held by the Committee and the Faculty-at-large regarding the task of 
the Committee. Thus, in summary, linkage effectiveness existed "to 

some extent" and this moderate linkage effectiveness was dependent, in 
large measure, on the roles of selected individuals and on frequent 


meetings of the Committee with other involved parties. 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood that linkage effectiveness will be high 
if formalization, reciprocity, intensity, positive consensus, and 
functionality-over-time are high than if formalization, reciprocity, 
intensity, positive consensus, and functionality-over-time are low. 
Extrapolation from this generalization suggests that the lower the 
levels of formalization, reciprocity, intensity, positive consensus, 
and functionality-over-time, the lower the level of linkage effective- 
ness is likely to be. 

If the scores for each variable are aggregated, with the 
exception of the linkage effectiveness variable, a composite score of 
2.7 as noted in Table 4.1 is achieved. The linkage effectiveness score 
is 3.1. These two scores fall within the same range on the general 
response scale used in this study. Both scores would be considered to 
be moderate; the scores indicate that "to some extent" the linkage 
variables existed and that "to some extent" the linkage effectiveness 
existed. The concepts developed within the review of the literature 
regarding linkage activities would appear to be substantiated in this 
Committee: moderate levels for the aggregated linkage variables compare 


to a moderate level of linkage effectiveness. 
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COMMITTEE PROCESSES 


This section of the chapter examines the various processes which 
operated within the Committee and the effectiveness of those Committee 
processes. The findings are presented under the headings of task 
demands, processes, resources, productivity, and Committee Process 
Effectiveness. Table 4.2 contains data pertaining to these variables. 


A further sub-section discusses the committee processes. 


Task Demands 

Steiner (1972:7) states that task demands involve the require- 
ments of the task and the rules under which the task must be performed. 
The task demands variable was measured using four items. Item 12 of the 
questionnaire measured the extent to which the Committee task was complex. 
Item 13 of the questionnaire assessed the extent to which Committee 
members redefined the goal of the Committee. Item 14 of the questionnaire 
measured the extent to which Committee members were committed to comple- 
tion of the task within specified timelines. Item 16 of the questionnaire 
assessed the extent to which Committee members perceived themselves to 
have been detached from the Faculty to accomplish the defined task. 

As evidenced by the mean of 1.6 for Item 12 in Table 4.2, the 
respondents perceived the task of the Committee to be complex "to avery 
great extent." As indicated by the mean of 2.0 for Item 13 in Table 4.2, 
the respondents reported that they were involved in clarifying Committee 
guidelines "to a great extent." The mean of 2.0 for Item 14 in Table 
4.2 indicates that the respondents perceived themselves to have been 
committed "to a great extent" to task completion within the designated 


timelines. The mean of 3.4 for Item 16 in Table 4.2 indicates that 
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Committee members perceived themselves to have been separated or 
detached "to some extent" from other members of the Faculty to accomplish 
the assigned task. 

In the aggregate, task demands, as represented by the aggregate 
score of 2.3, were perceived by respondents to have existed "to a great 


extent." 


Processes 
Steiner (1972:8) states that process is "actions by which people 
transform their resources into a product." The process variable was 
Measured using four items. Item 15 of the questionnaire measured the 
extent to which the Committee members exerted themselves to accomplish 
the task. Item 17 of the questionnaire assessed the extent to which 
well-defined procedures were established for the Committee. Item 18 
of the questionnaire measured the extent to which equality of leadership 
existed within the Committee. Item 19 of the questionnaire assessed the 
extent to which decision-making was participative within the Committee. 
The mean of 1.4 for Item 15 in Table 4.2 indicates that the 
members of the Committee were perceived to have exerted themselves "to 
a very great extent" to accomplish the assigned task. As evidenced 
by the mean of 2.2 for Item 17 in Table 4.2, the respondents perceived 
well-defined procedures to have been established for the operation of 
the Committee "to a great extent." The mean of 2.4 for Item 18 in Table 
4.2 indicates that, even though formal leadership in the Committee was 
created, "to a great extent" different leaders were perceived to have 
emerged, depending upon the conditions within the Committee. However, 


the perception of respondents seemed to differ considerably on this 
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item as evidenced in their responses which ranged from "to a very 
great extent" to "to a small extent." As indicated by the mean of 
1.8 for Item 19 in Table 4.2, the respondents perceived that "to a 
very great extent" decision-making within the Committee was partici- 
pative in nature. 

The aggregate score of 2.0 on this variable indicates that 
the processes of the Committee were perceived by the respondents to 


have been facilitative "to a great extent." 


Resources 

Hopkirk (1977:30) defines resources as "the knowledge, abilities 
and tools possessed by group members and the distribution of these 
entities within the group." The resource variable was measured using 
an item which had five parts. The item was used to measure the primary 
reason for the selection of members of the Committee. Item 22a of the 
questionnaire measured the extent to which members were selected for 
their previous Committee experience; 22b assessed the extent to which 
members were selected for their expertise in the designated task area; 
22c measured the extent to which members were selected for their 
availability; 22d assessed the extent to which members were selected 
for their expressed interest in the designated task area; and 22e 
measured the extent to which members were selected for their represen- 
tativeness of particular groups. 

As evidenced by the mean of 3.0 for Item 22a in Table 4.2, 
the respondents indicated that "about half" of the Committee members 
were selected for their previous Committee experience. However, the 


perceptions of respondents differed considerably on this item. The 
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mean of 1.8 for Item 22b in Table 4.2 indicates that "all" of the 
members were perceived to have been selected for their expertise in 
the designated task area. The mean of 3.7 for Item 22c a Table 4.2 
indicates that "some" of the members were perceived by respondents to 
have been selected for their availability. However, the perceptions 
of respondents differed widely on this item. The mean of 3.0 for 
Item 22d in Table 4.2 indicates that "about half" of the members were 
perceived to have been selected for their expressed interest in the 
designated task area. Once again, however, the perceptions of the 
peeconaee differed widely. The mean of 2.8 for Item 22e in Table 
4.2 indicates that "about half" of the members were perceived by respon- 
dents to have been selected for their representativeness of particular 
groups. The perceptions of respondents once again differed widely. 
Physical resources such as funds, materials, equipment, release 
time, and/or facilities were previously described (Item 9) as having 
existed "to a very small extent or not at all" as part of the intensity 
linkage variable. 
The aggregate score of 2.9 on this variable indicates that the 
resources of the Committee as perceived by Committee members might be 


described as being adequate. 


Productivity 

Hopkirk (1977:93) defines productivity as "the actual outcomes 
which resulted from task demands, resources and process." Two major 
products may be identified: a final report or "action decisions," and 
member recognition or satisfaction. The productivity variable was 


measured using two items. Item 20 of the questionnaire measured the 
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extent to which recommendations were produced by the Committee. Item 
23 of the questionnaire assessed how many of the Committee members 
received recognition for their work. 

As evidenced by the mean of 1.6 for Item 20 in Table 4.2, the 
respondents perceived that recommendations were produced by the Committee 
"to a very great extent." The mean of 3.6 for Item 23 in Table 4.2 
indicates that the respondents perceived that "some" of the Committee 
members received recognition and visibility for their work. However, 
the perceptions of respondents differed considerably on this item. 

In the aggregate, productivity, as represented by the aggregate 
score of 2.6, was perceived by respondents to have existed "to a great 


extent." 


Committee Process Effectiveness 

Committee Process Effectiveness is a generalized assessment of 
the actual outcomes of the processes of the Committee. 

As indicated by the mean of 2.0 for Item 21 in Table 4.2, the 
processes of the Committee were perceived to have been effective "toa 


great extent." 
Discussion of Process Activities 


Task demands. The aggregate score for the task demands variable 
waS 2.3 which indicates that the task demands existed "to a great extent." 
The task demands could be said to have been well-defined. The respon- 
dents, who were members of the Committee, deviated little from one 
another in their perception of the task demands. tneparticulas,. the 


respondents achieved consensus that they had been involved in a goal 
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redefinition. The unanimity of viewpoint among the respondents on this 
one item would suggest that it may have particular importance in terms 
of the task demands of this Committee. The nature of the importance of 


this item is unclear. 


Processes. The aggregate score for the processes variable was 


a mean of 2.0 which indicates that processes were perceived to have 


existed and been facilitative "to a great extent." In the interviews, 
two respondents noted that one person". . . simply did so much work 
that facilitated everything else for the Committee." Another respondent 


considered that ". . . getting people to work together successfully--to 
compromise and synthesize" was a significant success of the Committee. 
These two comments illustrate the facilitative nature of the processes 


which were perceived to have occurred within the Committee. 


Resources. The aggregate score for the resources variable was 
a mean of 2.9 which indicates that the resources of the Committee as 
perceived by respondents might be described as being adequate. "All" 
of the members of the Committee were selected for their expertise in the 
designated task area. Other than this major reason for personnel selection 
“about half" of the members were perceived to have been selected because 
of their “previous Committee experience," their "expressed interest in 
the designated task area," and their "“representativeness of particular 
groups." For some, “availability" was also a selection criteria. Thus, 
reasons for selection of personnel for a Committee can be viewed as the 
result of a combination of skills and circumstances attributable to 
those personnel. However, the key reason for selection is expertise in 


the designated task area. 
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Productivity. The aggregate score for the productivity variable 
was a mean of 2.6 which indicates that productivity was perceived to have 
existed "to a great extent." There was a major division between the two 
Measures of productivity. As one respondent noted in an interview, 
the major success of the Committee was the production of "a program 
which ap quite novel." There was reasonably strong agreement among 
respondents that they had been productive in terms of report producing. 
However, the production of satisfaction for members as a result of 
participation on the Committee was viewed very differently among members. 
One respondent went so far as to say there was "no visibility or 
recognition--no sense of satisfaction for a job well done." Thus, 
in summary, although the Committee was productive, its major 
productivity success was in the production of a report, not in the 


development of satisfaction or recognition for Committee members. 


Committee process effectiveness. The score for Committee 


Process Effectiveness was a mean of 2.0 which indicates that the process 
effectiveness existed "to a great extent." There was little deviation 


among respondents regarding this perception. 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood that Committee Process Effectiveness 
will be high if the ratings of task demands, processes, resources and 
productivity are high than if the ratings of task demands, processes, 
resources and productivity are low. Extrapolation from this generaliza- 


tion suggests that the lower the levels of task demands, processes, 
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resources and productivity, the lower the level of process effectiveness 
is likely to be. 

If the scores for each variable are aggregated, with the 
exception of the Committee Process Effectiveness eee es a composite 
score of 2.5 as noted in Table 4.2 is achieved. The composite Committee 
Process Effectiveness score is 2.0 as noted in Table 4.2. Both the 
Committee Process Effectiveness score of 2.0 and the process variables 
composite score of 2.5 would be considered above average; the scores 
indicate that both the effectiveness Be and the processes variables 
existed "to a great extent." The concept developed within the review 
of the literature regarding Committee processes would appear to be 
Substantiated in this Committee: above average levels for the composite 
process variables compare to above average levels of Committee Process 


Effectiveness. 
IMPLEMENTATION 


This section of the chapter examines the actual use made within 
the Faculty-at-large of Committee decisions and recommendations, and 
factors which may have affected the actual use of the decisions and 
recommendations. As well, the effectiveness of the implementation of 
the recommendations is examined. The findings are presented under the 
headings of implementation strategies, project characteristics, 
institutional setting and implementation effectiveness. Table 4.3 
contains data pertaining to these variables. A further sub-section 


discusses the implementation activities. 
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Implementation Strategy 


An implementation strategy refers to the choices made by decision- 
makers about how to use "action decisions." The implementation strategy 
variable was measured using six items. Items 24 Al FE of the question- 
naire measured the extent to which the Committee assessed respectively 
the political and economic feasibility of implementing its recommendations. 
Item 26 of the questionnaire assessed the extent to which the Committee 
developed alternative methods for implementing its recommendations. 

Item 27 of the questionnaire measured the extent to which members of the 
Faculty met to adapt the Committee's recommendations to the perceived 
needs of specific groups within Faculty. Items 28 and 29 of the question- 
naire assessed the extent to which members of the Faculty-at-large were 
provided respectively with means to acquaint themselves with Committee 
recommendations or to develop materials aids to carry out some aspects 
of the recommendations of the Committee. 

As evidenced by the mean of 2.4 for Item 24 in Table 4.3, the 
respondents perceived the Committee as having assessed the political 
feasibility of implementing recommendations "to a great extent." The 
mean of 1.6 for Item 25 in Table 4.3 indicates that the Committee members 
perceived themselves as having assessed the economic feasibility of 
implementing its recommendations "to a very great extent." As indicated 
by the mean of 3.2 for Item 26 in Table 4.3, the respondents perceived 
the Committee as having developed alternative methods for implementing 
its recommendations. However, the perceptions of the respondents ranged 
widely from "to a great extent" to "to a very small extent or not at all" 
on this item. The mean of 2.4 for Item 27 in Table 4.3 indicates that 


the Committee members perceived that the members of Faculty met "to a 
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great extent" to Ser (Se Committee recommendations to the perceived 
needs of specific groups within the Faculty. However, as the standard 
deviation of 1.1 would indicate, the perceptions of peor dene: varied 
considerably regarding this item. As evidenced by the mean of 4.4 for 
Item 28 of Table 4.3, members of the Faculty-at-large were perceived 
by Committee members to have been provided with the means to acquaint 
themselves with Committee recommendations "to a very small extent or not 
at all." However, as the standard deviation of 1.3 indicates, the per- 
ceptions of respondents varied considerably regarding this item. The mean 
of 4.0 for Item 29 of Table 4.3 indicates that the members of the Faculty- 
at-large were perceived as having been provided the means to develop 
materials or aids "to a small extent" to carry out some aspects of the 
recommendations of the Committee... However, the perceptions of the respon- 
dents varied considerably fron "to some extent" to “to a very small extent 
OnpnoteatealiSvonsthiseiten. 

In the aggregate, the mutual adaptation perspective to implementa- 
tion strategy, as represented by the aggregate score of 3.0, was perceived 


by respondents to have existed "to some extent." 


Project Characteristics 


Project characteristics refer to the substance and scope of the 
changes proposed by the Committee "action decisions." The project charac- 
teristics variable was measured using three items. Item 30 of the 
questionnaire measured the extent to which increased coordination was 
required within Faculty as a result of Committee recommendations. Item 
31 of the questionnaire assessed the extent to which implementation of 


Committee recommendations required changes of Faculty regulations or 
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procedures. Item 36 of the questionnaire assessed the need for behavior 
changes on the part of Faculty as a result of the Committee's recommenda- 
eee 

As evidenced by the mean of 3.2 for Item 30 in Table 4.3, the 
recommendations of the Committee were perceived by Committee members to 
have generated a need for increased coordination within the Faculty-at- 
large. However, as the standard deviation of 1.6 indicates, the percep- 
tions of respondents varied considerably regarding this item. The mean 
of 3.2 for Item 31 of Table 4.3 indicates that Committee members perceived 
that the implementation of the recommendations of the Committee required 
changes of Faculty regulations or procedures "to some extent." However, 
the perceptions of respondents varied from "to a great extent" to "toa 
very small extent or not at all" regarding this item., As indicated by 
the mean of 4.4 for Item 36 of Table 4.3, the respondents perceived that 
changes in Faculty occurred for "none." 

In the aggregate, the project characteristics, as represented by 
the aggregate score of 3.6, were perceived by respondents to have affected 


the implementation of EC Committee action decisions "to a small extent." 


Institutional Setting 


Institutional setting refers to the extent of receptivity or 
hostility of the members of the institution to the recommendations of 
the Committee. The institutional setting variable was measured using one 
item which had six parts. Item 35a of the questionnaire measured the 
receptivity of the Senior Administration to Committee recommendations 
as perceived by Committee members; 35b measured the receptivity of the 


academic staff; 35c measured the receptivity of the students; 35d measured 
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receptivity of the Teachers' Association; 35e measured the receptivity 

of the Trustees' Association; and 35f measured the receptivity of the 
Departments of Education and Advanced Education and Manpower as perceived 
by Committee members. 

As evidenced in the means of 2.6 for Item 35a in Table Piet the 
respondents indicated that Senior Administration was "receptive" to the 
recommendations of the Committee. The mean of 2.4 for Item 35b in Table 
4.3 indicates that the academic staff were perceived by the respondents 
to be "receptive" to the Committee recommendations. As indicated by 
the mean of 1.4 for Item 35c in Table 4.3, the students were thought to 
be "very receptive" to the recommendations of the Committee. The mean 
of 2.0 for Item 35d in Table 4.3 indicates that the Teachers' Association 
was viewed by the respondents to be "receptive" to the recommendations 
of the Committee. As evidenced by the mean of 2.3 for Item 35e in Table 
4.3, the Trustees'- Association was seen by respondents to be “receptive” 
to the veeommencat! ona of the Committee. The mean of 2.0 for Item 35f 
indicates that the respondents believed the Departments of Education and 
Advanced Education and Manpower to be “receptive" to the recommendations 
of the Committee. 

In the aggregate, the institutional setting, as represented by 
the averaged means of the foregoing items, was perceived by respondents 


to have been "receptive" to the recommendations of the Committee. 


Implementation Effectiveness 


Implementation effectiveness is measured by the extent of adapta- 
tion of Committee recommendations, and the perceived success and continua- 


tion of Committee recommendations. The implementation effectiveness 
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variable was measured using three items. Item 32 of the questionnaire 
measured the extent to which the Committee recommendations were modified 
during the time of implementation. Item 33 of the questionnaire assessed 
the perceived success of eee eo Item 34 of the este retin 
measured the extent to which the recommendations of the Committee have 
been continued in Faculty. 

As evidenced by the mean of 2.8 for Item 32 in Table 4.3, the 
Committee recommendations were perceived by respondents to have been 
modified "to some extent" during the time of implementation. However, 
as the standard deviation of 1.3 indicates, the perceptions of respon- 
dents varied considerably regarding this item. The mean of 4.6 for 
Item 33 in Table 4.3 indicates that the recommendations of the Committee 
were perceived by respondents to have been implemented "to a very small 
extent or not at all." The mean of 5.0 for Item 34 in Table 4.3 indicates 
that the results of Committee recommendations were perceived by respon- 
dents to have been continued "to a very small extent or not at a deag 

In the aggregate, implementation effectiveness, as represented 
by the aggregate score of 4.1, was perceived by respondents to have 
existed "to a small extent." 

Discussion of Implementation 
Activities 

Implementation strategy. The aggregate score for the implementa- 
tion strategy variable was 3.0 which indicates that "to some extent" the 
implementation was perceived to have been characterized by a mutual 
adaptation perspective to implementation. The responses from the 


questionnaire and the subsequent interviews indicate that, in general, 
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the members agreed on the extent to which the Committee had considered 
political and economic factors in implementing the Committee recommenda- 
tions. The wide variety of meetings with Faculty-at-large in the 
-developmental stages of the program proposal was a "political" move 
intended to coopt or forestall any potential Faculty resistance. The 
Report itself contained a Provisional Budget which defined the various 
stages of planning, course implementation, practicum, and final 
evaluation. 

However, respondents differed considerably in their perceptions 
regarding other aspects of implementation strategies. In the interviews, 
two respondents noted that items relating to implementation strategy 
were answered in reference to what occurred before the report was 
presented to FEC. The ratings of these respondents regarding implemen- 
tation strategies were higher than the ratings by the three other respondents 
since members of Faculty were provided ample opportunities to modify 
and adapt the prepared program and to acquaint themselves with the 
proposal before it went to FEC. These two respondents perceived the 
mutual adaptations to have occurred prior to implementation. As such, 
the prior mutual adaptation may be more appropriately considered as 
part of the Committee processes rather than of the implementation 
activities. The other three respondents reacted to questionnaire items 
as they were stated, which means they referred to seinen ees eae strategies 
after the presentation of the Report. The ratings of these three res- 
pondents regarding implementation strategies were lower than the ratings 
by the previously mentioned two respondents since the Report findings 


have not been implemented. 
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A clearer perception of the implementation strategies can be 
obtained by considering as less reliable all items where the standard 
deviation is greater than 1.0. A rationale for choosing a standard 
deviation of 1.0 was presented in Chapter 3. By this standard, only 
Items 24 and 25 can be treated Aabhioniy reliable. As evidenced by the 
mean of 2.4 for Item 24 in Table 4.3, the Committee assessed the 
political feasibility of implementing its recommendations as having 
occurred "to a great extent." The mean of 1.6 for Item 25 in Table 4.3 
indicates that the Committee assessed the economic feasibility of 
implementing its recommendations as having occurred "to a very great 
extent." Less agreement occurred among respondents regarding the extent 
to which the Committee considered such things as alternative implementa- 
tion methods (Item 26), Faculty adaptation and modification of materials 
(Item 27), staff training regarding the EC recommendations (Item 28), or 
local development of materials by Faculty (Item 29). In general, the 
Committee assessed the political and economic feasibility of implementing 
its recommendations but considered no other variables in terms of 


implementation strategies. 


Project characteristics. The aggregate score of the project 
characteristics variable was a mean of 3.6 which indicates that "to a 
small extent" the implementation was viewed as having been affected by 
the substance and scope of the changes proposed by the Committee action 
decisions. However, about half of the respondents reacted to the 
questionnaire in terms of what might have happened if the recommendations 
of the Report had been implemented. Thus the differences in response to 


the project characteristics items may be attributed to differences between 
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‘enese who responded to what would have been necessary if the Report had 
been implemented, and those who responded in the realization that the 
Report was not accepted. 

A clearer perception of the project characteristics can be 
obtained by considering as less reliable all items where the standard 
deviation is greater than 1.0. By this standard only, Item 36 can be 
treated as highly reliable. As indicated by the mean of 4.4 for Item 36 
in Table 4.3, respondents noted that changes in Faculty behavior occurred 
for "none" as a result of the action decisions generated by the Committee's 
Report. Any changes in Faculty behavior likely occurred before the 
Report was presented and were more a result of the interactive processes 
of the Committee rather than of effects from implementation. Less agree- 
ment occurred among respondents regarding the extent to which increased 
coordination was acute (Item: 30) or the arcane to which changes in 


regulations or procedures were required. 


Institutional setting. The aggregate score for the institutional 
setting variable was a mean of 2.1 which indicates that the institutional 
setting was perceived to be "receptive" to the action decisions of the EC 
Committee. All parties that may have been affected by the Committee's 
recommendations were receptive to the Committee recommendations except for 
Senior Administration. No reason for the perceived indifference of the 
Senior Administration could be identified. However, the process of changing 


Deans, which happened about the same time, may have had some effect. 


Implementation effectiveness. The aggregate score for implementa- 


tion effectiveness was a mean of 4.1 which indicates that implementation 
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effectiveness existed "to a small extent." However, some wide differences 
in perception can be discerned regarding ine effectiveness of the implemen- 
tation. As discussed in earlier portions of the discussions of the 
findings in this chapter, the differences in perceptions may be attributable 
to differences between those responding to items with reference to what 
might have been and those responding to what actually did happen. 

A clearer perception of implementation effectiveness can be 
obtained by peers as less reliable all items where the standard 
deviation is greater than 1.0. By this standard, only Items 33 and 34 
can be treated as highly reliable while Item 32 cannot. As evidenced by 
the mean of 4.6 for Item 33 in Table 4.3, the recommendations of the 
Committee were perceived by respondents to have been implemented "to a 
very small extent or not at all." The mean of 5.0 for Item 34 in Table 
4.3 indicates a consensus by respondents that none of the changes proposed 
by the Committee have been continued within the Faculty. Less agreement 
occurred among respondents regarding the extent to which modifications 
were made to Committee recommendations during implementation (Item 32). 

In general, implementation did not occur. Why has non-implementation 
occurred? 

Non-implementation was perceived by respondents to have resulted 
from what one respondent called “politics and timing." The “politics” 
appears to have involved forces which were external to the Faculty. One 
respondent stated that "there was blocking outside Faculty; inside 
Faculty there was no great arm waving, but it was passed." The same 


respondent claimed that: 
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. . . A couple of Faculties took exception with (the EC Report) 
at GFC because they felt their involvement in this area should 
have been greater .. . . They felt that the impetus for the 
development of a program should not be the exclusive 
right of the Faculty of Education. Although they had nothing 
specific to offer, they took it upon themselves to thwart the 
advancement of this particular program... . Instead of saying 
"let's give it a try," they bounced it back. 


Another respondent felt that the program proposed in the Report had not 
been supported strongly enough by Senior Administration, that the Dean 
"didn't politically want to push it through . . . because of the general 
sensitivity of Faculty-University relations at that time." The "general" 
sensitivity was related to the events at, and shortly after, the Report 


was sent to GFC and relates to what another respondent called "timing": 


. . . We sorted out the issues and devised what we felt was 
a fairly sound program... . This was then taken to FEC and 
approved. Unfortunately the timing was off. It hit GFC just 
one to two months before (The Report of the Presidential Task 
Force to Assess and Evaluate the Faculty of Education.) GFC was 
reluctant to allow Faculty to proceed on anything because they 
expected big answers from (The Presidential Task Force) with 
respect to what the problems were and how they might be resolved. 
Therefore, the Report was tabled with the notation that it be 
brought back as soon as possible. Once (The Presidential Task 
Force Report) hit, the Faculty was charged with all kinds of other 
responsibilities and responding to that report. (The EC Report) 
was set aside--and it became a political football on campus. 
Other units decided they wanted more resources to mount the 
program... . The Faculty has been required to "buy" coopera- 
tion of other Faculties through some tradeoffs. 


The suggestion was that the EC Report and its proposed program, because 
of the political context and the timing of its submission to GFC, was 
used as a "tradeoff" to other Faculties to "buy" their cooperation in 


other matters. 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 


study, there is more likelihood that implementation effectiveness will 
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be high if the mutual adaptation perspective to implementation and 
institutional setting are rated high and the project characteristics 

- are rated low than if the mutual adaptation perspective to implementation 
and institutional setting are rated low and the project characteristics 
are rated high. : . 

ine the scores for each variable are aggregated, with the 
exception of the measures of Implementation Effectiveness variable, a 
composite score of 2.9 as noted in Table 4.3 is achieved. The measures 
of Implementation Effectiveness score is 4.1 as noted in Table 4.3. 

These two scores do not fall within the same range on the general 

response scale used in the study. The composite score would be considered 
moderate, but the implementation effectiveness score would be considered 
to be low. Therefore, the concept developed within the review of the 
literature would appear not to be substantiated in this Committee. A 
review of the literature suggested that implementation effectiveness 

was more likely to be high if the composite score was high. In this 
Aare since implementation effectiveness was low, there should have 
been a corresponding low composite score if the concept developed within 
the literature was to have been substantiated. 

Even though the composite score and effectiveness score did not 
fall within the same range, the anticipated directions of variables 
within the composite score were substantiated. A review of the literature 
suggested that, in relative terms, the implementation strategy score and 
institutional setting scores should be higher than the project character- 
istics score. These directions were confirmed in this Committee: 


implementation strategies were characterized "to some extent" by the 
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mutual adaptation perspective; the project characteristics were viewed as 
somewhat lower than average; and the institutional setting was seen as 


having provided above average receptivity. 


EFFECTIVENESS 


This section of the chapter examines the overall effectiveness 
of the EC Committee. The overall effectiveness rating was computed 
from the aggregated ratings of the preceding linkage activities, 
Committee processes, and implementation ratings. Table 4.4 contains 
data relating to this variable. 

As indicated by the linkage effectiveness score of 3.1 in Table 
4.4, the linkage activities of the EC Committee were perceived to be 
effective "to some extent." The Committee processes effectiveness score 
of 2.0 in Table 4.4 indicates that the processes of the Committee were 
perceived to have been effective "to a great extent." The implementation 
effectiveness score of 4.1 in Table 4.4 is evidence that implementation 
was perceived to have been effective "to a small extent." As evidenced 
by the score of 3.7 in Table 4.4, the overall effectiveness of the EC 


Committee was perceived to exist "to a small extent." 


SUMMARY 


The mission of the EC Committee was to review, refine and update 
an earlier proposal. A summary of the findings regarding the effective- 
ness of the Committee in accomplishing its task is displayed in Table 
4.5 and presented descriptively in the following paragraphs. 

A number of linkages between the Committee and Senior Administra- 


tion, and the Committee and the Faculty-at-large were examined in order 
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Table 455 


Summary of the Findings Regarding the EC Committee* 


Aggregate Concept 
Score for Composite Substantiated or 
Variable Variable Score Unsubstantiated 
LINKAGE VARIABLES 
Formalization Qe 
Reciprocity 3.4 
Intensity Bok PAE Substantiated 
Positive Consensus 253 Within 
Functionality-over-time Pires) same 

General Linkage Effectiveness Be) oan 
PROCESS VARIABLES 
Task Demands 2S 
Processes PO Bes Substantiated 
Resources: Personnel 259 Within 
Product Bo same 

General Process Effectiveness myers 
IMPLEMENTATION VARIABLES 
Implementation Strategy 37.0 ; 

: : ; De nsubstantiated 
Project Characteristics B66 2 Not w ae < 
Institutional Setting sal within 

General Implementation Effectiveness AWE. fedecmeag 

range 


OVERALL EFFECTIVNESS 


Linkage Effectiveness 3.1 = to some extent Sate ee 
Process Effectiveness 2.0 = to a great extent nl Pico 
Implementation Effectiveness 4.1 = to a small extent Renee pre 


ASCOT OS samt oO 1.8 = to a very great extent 

oo) 2.6 = to a great extent 

Dt COW ona =— tO) some extent 

Sais) 4.2 = to a small extent 

4.3 5.0 = to a very small extent or not at all. 
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to determine the extent to which the linkages had been effective, and the 
extent to which the first level of effectiveness of the conceptual frame- 
work (E) OL wFaigure 22.1) had been achieved. Five variables were examined 
to determine the extent to which they existed as part of the linkage 
dimension of the tempdérary adaptive system as conceptualized. Formaliza- 
tion was perceived by respondents to have aeisted "to a great extent." 
Reciprocity existed "to some extent." Intensity existed "to some extent." 
Positive consensus existed "to a great extent." Functionality-over-time 
existed "to a great extent." In the aggregate, linkage effectiveness 

was perceived by respondents to have existed "to some extent." In 
general, the concept regarding the linkage activities pertinent to the 
effectiveness of temporary adaptive systems would appear to be substan- 
tiated in this Committee: moderate levels for the aggregated linkage 
variables compare to a ipa seate a Beet of linkage effectiveness. 

Four variables were examined in the next section of the chapter 
in order to determine the extent to which Committee Processes had been 
effective, and the extent to which the second level of effectiveness of 
the conceptual framework (E., of Figure 2.1) had been achieved. Well- 
defined task demands, facilitative processes, and productivity were 
perceived by respondents to have existed "to a great extent." In general, 
the Committee Processes were perceived by respondents as the EC 
Committee's greatest success. As one member noted, ". . . we came up 
with a report which, given the restraints, was a good one." Another 
stated, ". . . we got people to work together successfully." In the 
aggregate, processes of the Committee were perceived to have been 
effective "to a great extent." In general, the concept regarding the 


Committee processes pertinent to the effectiveness of temporary adaptive 
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systems would appear to be substantiated in this Committee: above average 
levels for the composite process variables compare to above average 
levels of Committee Process Effectiveness. | 

Three variables were examined in the implementation section of 
the chapter in order to determine the extent to which effective implemen- 
tation as laia out in the conceptual framework (, of Figure 2.1) had 
been achieved. The findings of this section of the chapter are difficult 
to interpret since some respondents reacted to the questionnaire either 
with reference to what happened prior to the Report, or what might have 
happened if the recommendations of the Report had been implemented. Other 
respondents completed the questionnaire with reference to what actually 
occurred. In fact, the recommendations of the Report have not been 
implemented. Respondents considered the non-implementation to be the 
major failure of the Committee. Non-implementation was perceived to have 
resulted from poor "timing" and from "politics." In general, the concept 
regarding implementation pertinent to the effectiveness of temporary 
adaptive systems would appear not to be substantiated in this Committee: 
average levels for the composite implementation variables failed to fall 
within the same average range regarding implementation effectiveness. 
Nevertheless, other than the implementation effectiveness variable, 
relationships among the implementation variables as conceived from a 
review of the literature were substantiated: in relative terms, the 
implementation strategy score and institutional setting scores were higher 
than the project characteristics score. 

In terms of the conceptual framework concerning the effectiveness 


of temporary adaptive systems (Figure 2.1), the EC Committee achieved 
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effectiveness primarily on two of three possible levels, namely linkage 
activities effectiveness, and committee processes effectiveness, but not 


implementation effectiveness. 
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CHAPTER 5 
FACULTY REVIEW COMMITTEE 


The Committees in this study are described in the sequence in 
which ae data were collected. Chapters 4 and 5 describe two Committees 
in the Faculty of Education at the University of Calgary; Chapters 6, 7 
and 8 describe three Committees in the Faculty of Education at the 
University of Lethbridge; and Chapters 9 and 10 describe Committees in 
the Faculty of Education at the University of Alberta. 

This chapter presents a descriptive analysis of the Faculty 
Review Committee of the Faculty of Education at the University of 
Calgary. The chapter is divided into six major sections: background 
information on the Faculty Review Committee, linkage activities, 
Committee processes, implementation, effectiveness, and a summary of 
the findings. 

Data contained in this chapter were collected from the Faculty 
of Education Council minutes and by means of questionnaires and inter- 
views. Questionnaires were distributed to and returned by 13 of the 
15 Committee members. Two student members of the Committee were not 
included in the study. Two additional respondents, who chaired sub- 
committees of the Faculty Review Committee and who were mentioned by a 
number of Faculty Review Committee members as being "knowledgeable" 
regarding the Committee were included in the study. Of 15 respondents, 
15 returned the questionnaires and 14 were interviewed. Mean scores 


and standard deviations were computed for each item in the questionnaire. 
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Each item had five response categories. The mean scores for most items 


that fell within the range of: 


a) 


=) 


c) 


d) 


e) 


1.0 and 1.8 were treated as representing the first response 

category of "to a very great extent"; 

1.9 and 2.6 were treated as representing the second response 
category of "to a great extent"; 

2.7 and 3.4 were treated as representing the third response 

category of "to some extent"; 

3.5 and 4.2 were treated as representing the fourth response 
category of "to 4 small extent"; and 

4.3 and 5.0 were treated as representing the fifth response 


category of "to a very small extent or not at all." 


Where a variable was measured using more than one item, an aggregate 


score for the variable was computed by combining all the scores of the 


items and dividing by the number of respondents to achieve a mean score 


for the variable. 


BACKGROUND 


The Faculty Review (FR) Committee was composed of 15 people who 


were specified in FEC minutes (May 4, 1976) as: 


a) 


b) 


those persons designated as heads of the four Departments of 
the Faculty for the 1976-77 academic year, 

four other members of the Faculty elected from and by each 

of the Departments, 

the Director of the Practicum, 

a representative of The Alberta Teachers’ Association, 

a representative from the Education Undergraduate Society, 

the Dean or his designate who shall be chairman, 

one representative from each appropriate (as defined by 

the Dean) faculty to be invited by FEC, 

one representative from the Graduate Students Association, such 
student to be named by the Association and be a graduate student 
in one of the departments in the Faculty of Education. 
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The purpose of the FR Committee, as stated in FEC minutes (May 
4, 1976), was to: 

a) identity from relevant sources of information, including 
the, Presidential Task Force Report, those problems which 
warrant priority treatment, and 

b) develop a comprehensive plan of action by which the Faculty 
might achieve an expeditious resolution of those problems 
accorded highest priority. 

In carrying out its purpose, the FR Committee completed a number 
of tasks. In August, 1976 a more specific set of guidelines than had 
been set out in the FEC minutes was outlined which detailed the areas 
within Faculty where "initiatives for development" would be undertaken. 
Working sub-committees of the FR Committee were established to draft 
reports and recommendations which were to be sequenced and synthesized 
by the FR Committee for presentation to FEC by October 30, 1976. An 
interim report was presented by that date with succeeding reports 
presented by May, 1977. One additional item was eee for reporting 
at a later and unspecified date. Twelve of the 15 respondents perceived 
the FR Committee to have been an "action" Committee; two respondents 
saw the FR Committee as a blend of the symbolic and action types of 
Committees; and one respondent saw the Committee as purely symbolic. 
This mixture of perception is best summarized by one respondent who 
stated that ". . . It was primarily action (oriented) as a result of a 
political milieu (the Presidential Task Force Report)." The FR Committee 
was formed, in the main, in response to the Report of the Presidential 
Task Force to Assess and Evaluate the Faculty of Education (Presidential 


Task Force) which had been highly critical of the Faculty. 
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LINKAGE ACTIVITIES 


This section of the chapter examines linkages between the FR 
Committee and the Senior Administration, as well as between the FR 
Committee and the Faculty-at-large. The effectiveness of the linkage 
activities of the FR Committee was also examined. The findings are 
presented under the headings of formalization, reciprocity, intensity, 
positive consensus, and functionality-over-time. Table 5.1 contains 
data pertaining to these variables. A further sub-section discusses 


the linkage activities. 


- Formalization 

Formalization is the degree to which the intraorganizational 
relationship is given official sanction by the parties involved. The 
formalization variable was measured using two items. Item 1 of the 
questionnaire measured the extent to which the relationship between the 
Faculty and the Committee was given official or formal sanction. Item 
3 of the questionnaire assessed the extent to which an intermediary 
coordinated the relations between the Senior Administration (or Faculty 
Council) and the Committee. The means of the two items then were 
averaged to provide an aggregate score for the variable. 

As indicated by the mean of 2.7 for the first item in Table 5.l, 
detailed written terms of reference were perceived on the average to 
exist for the Committee "to some extent." However, the perceptions of 
respondents differed considerably in relation to this item as evidenced 
by the responses which ranged from "to a very great extent" to "to a 


very small extent or not at all." Nevertheless, the task of the Committee 
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had been set forth. Resources in the form of personnel were identified. 
Additional resources were later added in the form of executive secretarial 
aid and hate time for a Faculty member to organize and write-up the 
discussions of a Committee retreat. The only procedure identified was 
that of the Committee and subsequent sub-committees. The product, a report, 
was inferred when a deadline of October 30, 1976 was established for 
presentation of the Committee findings to FEC. 

As evident from the mean of 1.5 for Item 3 in Table 5.1, linkage 
between the Senior Administration and the Committee was perceived to 
have existed "to a very great extent." 

In the aggregate, formalization of linkages among the parties 
involved, as represented by the aggregate score of 2.1, was perceived 


by respondents to have existed "to a great extent." 


Reciprocity 


Andrews (1978:8) defines reciprocity as "the relative contribu- 
tion of various parties in the relationship." 

As indicated by the mean of 2.5 for Item 2 of Table 5.1, the 
terms of reference for the Committee were perceived "to a great extent" 
to have been arrived at cooperatively by the Committee members and 
Senior Administration. However, the perceptions of respondents seemed 
to differ considerably on this item as evidenced in their responses which 
ranged from "to a very great extent" to "to a very small extent or not 
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Intensity 


Intensity is the resource investment, both human and material, 
that an organization has to make in order that the intraorganizational 
relationship between selected parts be viable. Four items in the 
questionnaire addressed different aspects of intensity. The human invest- 
ment was defined in terms of meeting time committed by the various 
parties. Items 4, 5 and 7 were used to measure the amount of involvement 
demanded respectively on the part of Committee members, on the part of 
Senior Administration (or Faculty Council) in conjunction with the 
Committee, and on the part of other members of Faculty in conjunction 
with members of the Committee. Item 9 assessed the extent to which the 
Committee was provided with resources such as funds, materials, equip- 
ment, release time and/or facilities. 

As indicated by the mean of 1.5 and the standard deviation of 
0.6 for Item 4 in Table 5.1, members of the Committee agreed that they 
met "to a very great extent" from the time the Committee was founded 
until it was dissolved. Although the standard deviation was 1.6 for 
the members' response for Item 5, concerning the extent to which the 
Committee met with Senior Administration, on the average the members 
reported that they had met with Senior Administration (or FEC) "to a 
great extent." There was somewhat more agreement among members and a 
“lower" average rating given in relation to the communication with the 
Faculty-at-large; the mean of 3.0 on Item 7 suggests that the Committee 
and Faculty-at-large communication was perceived as having occurred "to 
some extent." As evidenced by the mean of 2.5 for Item 9 in Table 5.1, 


the material resources to carry out the Committee tasks were perceived 


to have been sufficient "to a great extent." However, the standard 
deviation of 1.1 on this item indicates a variation in perceptions 
regarding the sufficiency of the resources supplied to the Committee. 
The aggregate score of 2.3 on this variable indicates that the 
intensity of resource investment was perceived by respondents to have 


existed “to a great extent." 


Positive Consensus 

Benson (1975:235) defines positive consensus as: 

. . . the agreement among participants in organizations 
regarding the nature of the tasks confronted by the organizations 
and the value of and appropriateness of the approaches to those 
tasks. 

As indicated by the mean of 2.7 and standard deviation of 0.9 

for Item 10 in Table 5.1, the Committee members appeared to agree that 


the Faculty-at-large considered the task of the Committee to be worth- 


while "to some extent." 


Functionality-over-time 


Functionality-over-time refers, in the present study, to the 
extent to which organizational linkages remain functional over the 
period of time during which the Faculty and the Committee were related. 

As indicated by the mean of 3.1 and standard deviation of 0.8 
for Item 1l in Table 5.1, the Committee members appeared to agree strongly 
that the relationship between the Faculty and Committee remained active 


and functional "to some extent" throughout the life of the Committee. 
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Linkage Effectiveness 


Linkage effectiveness is a generalized assessment of the effective- 


ness of the linkages among the Committee, Senior Administration and 
Faculty-at-large. 

The linkage effectiveness variable was measured using two items. 
Item 6 of the questionnaire measured the extent to which liaison relation- 
ships between the Senior Administration and the Committee were perceived 
to be effective. Item 8 of the questionnaire assessed the extent to 
which the liaison relationships between the Faculty-at-large and the 
Committee were perceived to be effective. The scores of the two items 
were then combined to provide an aggregate score for this variable. 

As indicated by the mean of 2.6 for Item 6 in Table 5.1, the 
liaison relationships between the Senior Administration and the Committee 
were perceived by Committee members to be effective "to a great extent.” 
However, as the standard deviation of 1.0 would indicate, the perceptions 
of respondents varied somewhat regarding this item. 

As evidenced by the mean of 3.4 for Item 8 in Table 5.1, the 
liaison relationships between the Faculty-at-large and the Committee 
were perceived by Committee members to be effective "to some extent." 

The standard deviation of 0.9 indicates agreement among the respondents' 
perceptions. 

In the aggregate, effectiveness of linkages, as represented by 
the aggregated score of 3.0, was perceived by respondents to exist "to 


some extent." 
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Discussion of Linkage Activities 


Formalization. The aggregate score for the formalization variable 
was a mean of 2.1 which indicates that formalization existed "to a great 
extent." The responses from the questionnaire and the subsequent inter- 
views with Committee members suggest that the linkage between Senior 
Administration and the Committee may account, in large measure, for the 
formalization score. The linkages between Senior Administration and the 
Committee were accomplished, at least in part, by having a number of Senior 
Administrators as members of the Committee. The Dean was the chairman 
of the Committee, and four department heads and a Director of the 
Practicum were members of the Committee. Written terms of reference 
appeared to be less critical than the Senior Administration-Committee 
relationship in terms of creating a "high" formalization score. In fact, 
the respondents held differing perceptions regarding the extent to which 
terms of reference existed. As one respondent explained: 

- - . There was never a debate in Council (FEC) over whether 
there should be a Committee, but over its exact terms of reference. 
There were two points of view. One was that the . . . Committee 
should examine only the recommendations of the external (Presidential 
Task Force Report). These people saw the Committee as a rebuttal-- 

a Committee to defend the Faculty. A second view was that the 
Committee terms of reference should be broader--should take a 


complete look at everything, including the @residential Task Force 
Report)--to look at things from outside and inside. 


In April, 1976 when the (Presidential Task Force Report) came 


out, the defensive conception of the Committee dominated. By Fall, 
1976, some of that defensiveness had subsided. Things were in the 
middle. 


When questionned as to why the Faculty viewpoint shifted from a defensive 


to a more moderate stance, the respondent identified two reasons: 
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. . . First of all, the emotionalism was dying out--the passage 
of time. Secondly, because of the attitude the Dean took. The 
Deans had changed. Even though (the new Dean) did not take office 
"til July, 1976, his appointment was made public about one week 
before the external review was made public. From the beginning 
(the new Dean) refused to take the completely defensive, completely 
negative attitude. He saw a chance to move the Faculty forward. 


The (Presidential Task Force Report) was a terrible prod, like an 


electric cattle prod, but maybe something would come out of it. 

His leadership, perhaps, had some effect on moderating the initial 

defensive reaction of a large number of Faculty members. 
Thus the variation in respondents' perceptions regarding the extent to 
which terms of reference existed may be a reflection of the varied views 
within Faculty as to what the terms of reference should have been and 
how specifically the Faculty should respond to the Presidential Task 
HOLCEeRCPOLG. 

Thus, in summary, formalization existed "to a great extent" and 

the moderately high formalization score apparently was dependent, in 
large measure, on a very extensive (very high) relationship between the 


Senior Administration and the Committee rather than on any written terms 


of reference. 


Reciprocity. The score for the reciprocity variable was a mean 
of 2.5 which indicates that reciprocity existed "to a great extent." 
This means that “to a great extent" the terms of reference of the 
Committee were perceived as having been arrived at cooperatively by the 
Committee members and the Senior Administration. However, the perception 
of respondents differed considerably on this item. In fact, the members 
of the Committee may not have participated directly and cooperatively 
in the formation of the terms of reference. However, debate sis@y JERKS: 
permitted the contribution of Faculty members to the formation of the 


terms of reference. Thus, indirectly, every Faculty member, including 
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those who eventually became Committee members, would have had an 
opportunity to assist in the formation of the terms of reference. 

Thus a confusion as to where the cooperative action took place may 
have affected the perceptions of respondents differently. bene 
however, terms of reference were forwarded to FEC from the Executive 
eoukeel for Aiecussien in FEC. Thus, Committee members were likely to 
have had only indirect influence on the formation of the terms of 
reference unless they were members of the Executive Council. A number 
of the Committee members actually did sit on the Executive Council. Thus 
some of the Committee members may have had direct, cooperative input 
to formation of the terms of reference while other Committee members 


did not. This would also help to explain the variance in the responses. 


Intensity. The aggregate score for the intensity variable was 
a mean of 2.3 which indicates that intensity existed "to a great extent." 
The responses from the questionnaire and the subsequent interviews with 
Committee members indicated that, in terms of the human investment, 
a considerable investment of time was committed to the development of 
the Report. The Committee itself met two to four times a month over a 
period of one year. Each meeting was at least one half day in length 
(two and one half hours) with some full day meetings. On one occasion 
near the beginning of the Committee's tenure, a two day retreat was held 
in Banff, Alberta to refine the Committee's terms of reference and to 
establish procedures for handling the task. Each meeting was described 
by one respondent as "fairly intensive." As well, there was considerable 


time investment by the Senior Administration towards the task of the 


Committee. This was largely a function of having the Dean, four department 


115 


- see gf owl ome 


, 
+4 daw gaizece Gott 
. 


epnatecm yeh fig? emos tiv (eau 
1¢é 7 - 
» > 


} - 
tunad a eats time it te eed 


Ls De 7 Me Ae pl is 
vib. dose alan ‘ pies cheba J5 tio surtes/ « 


F) A roe 3 viens tar is 
y a rap" A ote sts ep "9 
; ok rie, me oe Ue 
vena ae tnt 
¥ 


ar 


116 


heads and the Director of Practicum as members of the Committee. In 
addition, the Committee members kept the Faculty-at-large reasonably 
well informed of Committee activities. This was accomplished primarily 
through reports from the Committee to FEC, through a reporting system 
wherein departmental representatives reported FR Committee happenings 
at departmental meetings, and through a fairly active informal "grapevine." 
As well as the extensive human investment in the Committee's task, the 
material resources to carry out the Committee task were perceived to have 
been extensive, although respondents differed somewhat regarding their 
perceptions of the available material resources. Some of the differences 
of perception among respondents regarding the adequacy of the material 
resources may derive from differences between what the Committee requested 
and obtained. As part of the founding motion for the FR Committee, the 
FEC requested of officials of the University specified personnel, which 
it obtained; "sufficient resources to enable the Committee to complete 
its task not later than October 30, 1976," which it obtained to some 
degree, depending on the perception of the respondents; "an acknowledged 
international expert in educational programme evaluation, unaffiliated 
with the University of Calgary" to review the procedures of the Task 
Force evaluation, which it did not receive; and open access to background 
information gathered by the Task Force, which it obtained to some degree. 
Thus, in summary, intensity existed "to a great extent" and the 
high intensity score probably was dependent, in large part, on an intensive 


investment of time by participating staff members. 
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Positive consensus. The score for the positive consensus 
variable was a mean of 2.7 which indicates that positive consensus 
existed "to some extent." In reality, the view of the Faculty regarding 
the value of the Committee task appears to have ebbed and flowed throughout 
the life of the Committee. As one respondent stated, the contextual 
factors of the Committee's formation are important: 

. . . (The Presidential) Task Force Report comes out; then 

Faculty debates it. It took Faculty a year to recover from the 
bludgeoning. As time passed, people began to feel more stabilized 
and comfortable ... . The initial importance of the... 
Committee, as a result, became modified, became less important to 
the Faculty as time passed. 
Nevertheless, Faculty interest peaked again and again, particularly on 
the occasion of Committee reports going to FEC. The last FEC meeting 
was very well attended and the exact date on which it was to be held was 
discussed heatedly at the prior meeting. Generally, as one respondent 
noted, there was a heterogeneity of views regarding the Committee task: 
_. » - in any Faculty, you are going to have a spread of 
opinions and attitudes ... . there were a number of people 
that were quite perturbed about various policies and methods 
of operation and so on within the Faculty and felt that they 
needed to be changed. There were those that were obviously 
quite indifferent and were happy to go along with things as 
they were and then . . . there were those that were very strongly 
opposed. 

Functionality-over-time. The score for the functionality-over- 
time variable was a mean of 3.1 which indicates that functionality-over- 
time existed "to some extent." The explanation for this score may be 


related, in the judgment of the researcher, to the intensity variable 


and particularly to the level of human investment in the Committee. 
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Linkage effectiveness. The aggregate score for the linkage 
effectiveness variable was a mean of 3.0 which indicates that linkage 
effectiveness existed “to some extent." The linkage effectiveness 
of the Committee to Senior Administration and Committee to Faculty was 
perceived to be roughly similar and balanced. The relationships between 
Committee and Senior Administration was slightly more effective than of 
Committee to Faculty, but the differences were not sufficiently strong 
as to be able to propose any directions or trends for the purposes of 


the study. 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood that linkage effectiveness will be high 
if formalization, reciprocity, intensity, positive consensus, and 
functionality-over-time are high than if formalization, reciprocity, 
intensity, positive consensus, and functionality-over-time are low. 
Extrapolation from this generalization suggests that the lower the 
levels of formalization, reciprocity, intensity, ets consensus, 
and functionality-over-time, the lower the level of linkage effective- 
ness is likely to be. 

If the scores for each variable are aggregated, with the 
exception of the linkage effectiveness variable, a composite score of 
2.5 as noted in Table 5.1 is achieved. The linkage effectiveness score 
is 3.0. These two scores fall within adjacent ranges on the general 
response scale used in the study. The composite variable score could be 
considered to be high while the linkage effectiveness score would be 


average. Thus the concept developed from the review of the literature 
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regarding linkage activities, that above average levels for the composite 
linkage activities variables should compare to above average levels of 


linkage effectiveness, would appear not to be substantiated. 
COMMITTEE PROCESSES 


This section of the chapter examines the various processes which 
operated within the Committee and the effectiveness of those Committee 
processes. The findings are presented under the headings of task demands, 
processes, resources, productivity, and Committee Process Effectiveness. 
Table 5.2 contains data pertaining to these variables. A further sub- 


section discusses the committee processes. 


Task Demands 

Steiner (1972:7) states that task demands involve the require- 
ments of the task and the rules under which the task must be performed. 
The task demands variable was measured using four items. Item 12 of the 
questionnaire measured the extent to which the Committee task was 
complex. Item 13 of the questionnaire assessed the extent to which 
Committee members redefined the goal of the Committee. Item 14 of the 
questionnaire measured the extent to which Committee members were 
committed to completion of the task within specified timelines. Item 
16 of the questionnaire assessed the extent to which Committee members 
perceived themselves to have been detached from the Faculty to accomplish 
the defined task. 

As evidenced by the mean of 1.4 for Item 12 in Table 5.2, the 
respondents perceived the task of the Committee to be complex "to a very 


great extent." As indicated by the mean oid Polk adepe Ghee Ws} ioe Wee Yow 
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the respondents reported that they were involved in clarifying Committee 
guidelines "to a great extent." The mean of 2.1 for Item 14 in Table 
5.2 indicates that the respondents perceived themselves to have been 
committed "to a great extent" to task completion within the designated 
timelines. The mean of 5.13 Gee Item 16 in Table 5.2 indicates that 
Committee members perceived themselves to have been separated or detached 
"to a small extent" from other members of the Faculty to accomplish the 
assigned task. However, the perceptions of respondents varied considerably 
on this item as indicated by the standard deviation of 1.2. 

In the aggregate, task demands, as represented by the aggregate 
score of 2.3, were perceived by respondents to have existed "to a great 


extent." 


Processes 

Steiner (1972:8) states that process is "actions by which people 
transform their resources into a product." The process variable was 
measured using four items. Item 15 of the questionnaire measured the 
extent to which the Committee members exerted themselves to accomplish 
the task. Item 17 of the questionnaire assessed the extent to which 
well-defined procedures were established for the Committee. Item 18 of 
the questionnaire measured the extent to which equality of leadership 
existed within the Committee. Item 19 of the questionnaire assessed the 
extent to which decision-making was participative within the Committee. 

The mean of 2.1 for Item 15 in Table 5.2 indicates that the 
members of the Committee were perceived to have exerted themselves "to 
a great extent" to accomplish the assigned task. As evidenced by the 


mean of 2.3 for Item 17 in Table 5.2, the respondents perceived well-defined 


eparaiaamnes? a a REE GN 

lied me’ e mack am ye $4) Me ; , 
deve etracl ot ecto sev | 

hatenp eek ote ya waa aor, 4 


sats wads, 5h sladans “ mest wk Aion | " ir 


iat ple mt. i er 


balks th. gO Ue eS smd a ta vav's : 5 
; ut Ri 


was Angcqivonns iy thay bi Ra pti saat ord ee 
da daeld mc Beye retinoic | via soc gnanie a cierto fee Se 

Ae pe | tk enone ak “ene aie oye bosantbns! 2 on mag ats 
Sexier ee te Hiariey trend er, tng ae pelemetey, << 


swectty + yptg tae dalvg og Sieve et aguas ree oe ‘ 
in) 
7 - 


r 


osqsieg dohie-nti senesced Gaanevte beste’ apabte ang bay 
dow Flea zune shesy aid / apaibones é end: Ce aa . ef 
aves warebiades, a shesckeny ont wy w4 sighed Pet TLE | i 
ci Sedeiie a or hast mga icin ompsheinen add 

tehsiw gd tepid. wits panies, qckninoad Aina wile do 

Su Gk eet pu atinadalce td! ae feelin eines vi ee aan 
dideontibas et veelnten dotaw ot sake ae et Lesh wom 
atit niet osdnntanirion os 4 al —— = sami: 
nese ge, mika a wow an rit 


dis He 


procedures to have been established for the operation of the Committee 
"to a great extent." The mean of 2.6 for Item 18 in Table 5.2 indicates 


that, even though formal leadership in the Committee was created, "to 


a great extent" different leaders were perceived to have emerged, depending 


upon the conditions within the Committee. As indicated by the mean of 
1.9 for Item 19 in Table 5.2, the respondents perceived that "to a 
great extent" decision-making within the Committee was participative 
in nature. 

The aggregate score of 2.2 on this variable indicates that the 
processes of the Committee were perceived by the respondents to have 


been facilitative "to a great extent." 


Resources 

Hopkirk (1977:30) defines resources as “the knowledge, abilities 
and tools possessed by group members and the distribution of these 
entities within the group." The resource variable was measured using 
one item which had five parts. The item was used to measure the primary 
reason for the selection of members of the Committee. Item 22a of the 
questionnaire measured the extent to which members were selected for 
their previous Committee experience; 22b assessed the extent to which 
members were selected for their expertise in the designated task area; 
22c measured the extent to which members were selected for their avail- 
ability; 22d assessed the extent to which members were selected for 
their expressed interest in the designated task area; and 22e measured 
the extent to which members were selected for their eeeboricaraye. be: 


of particular groups. 
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As evidenced by the mean of 3.2 for Item 22a in Table 5.2, the 
respondents indicated that “about half" of the Committee members were 
selected for their previous Committee experience. However, the percep- 
tions of respondents differed considerably on this item. The mean of 
3.1 for Item 22b in Table 5.2 indicates that “about half" of the members 
were perceived to have been selected for their expertise in the designated 
task area. However, the perceptions of respondents seemed to differ 
considerably on this item as evidenced in their responses which ranged 
from "all" to "none" or no response. The mean of 3.9 for Item 22c in 
Table 5.2 indicates that "some" of the members were perceived by res- 
pondents to have been selected for their availability. However, the 
perceptions of respondents differed widely on this item as indicated 
by the standard deviation of 1.3. The mean of 3.2 for Item 22d in 
Table 5.2 indicates that "about half" of the members were perceived to 
have been selected for their expressed interest in the designated task 
area. Once again, however, the perceptions of the respondents differed 
widely. The mean of 1.8 for Item 22e in Table 5.2 indicates that "all" 
of the members were perceived by respondents to have been selected for 
their representativeness of particular groups. 

Physical resources such as funds, materials, equipment, release 
time, and/or facilities were previously described (Item 9) as having 
existed "to a great extent" as part of the intensity linkage variable. 

The aggregate score of 3.0 on this variable indicates that the 
resources of the Committee as perceived by Committee members might be 


described as being adequate. 
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Productivity 


Hopkirk (1977:93) defines productivity as "the actual outcomes 
which resulted from task demands, resources and process." Two major 
products may be identified: a ee report or “action decisions," and 
member recognition or satisfaction. The productivity variable was 
measured using two items. Item 20 of the questionnaire measured the 
extent to which recommendations were produced by the Committee. Item 
23 of the questionnaire assessed how many of the Committee members 
received recognition for their work. 

As evidenced by the mean of 1.4 for Item 20 in Table 5.2, the 
respondents perceived that recommendations were produced by the 
Committee "to a very great extent." The mean of 3.7 for Item 23 in 
Table 5.2 indicates that the respondents perceived that "some" of the 
Committee members received recognition and visibility for their work. 

In the aggregate, productivity, as represented by the aggregate 
score of 2.6, was perceived by respondents to have existed "to a great 


extentes 


Committee Process Effectiveness 

Committee Process Effectiveness is a generalized assessment of 
the actual outcomes of the processes of the Committee. 

As indicated by the mean of 2.9 for Item 21 in Table 5.2, the 
processes of the Committee were perceived to have been effective "to 


some extent." 
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Discussion of Process Activities 


Task demands. The aggregate score for the task demands variable 


was 2.3 which indicates that the task demands existed "to a great extent." 


The respondents deviated little from one another in their perception 

of the task demands which could be said to have been well-defined. The 
task was perceived as complex since, as one respondent noted, the 
Committee: 


. . - touched upon just about every aspect about the Faculty 
. . . the structures, the policies, modes of operation--just about 
everything--the programs. It was quite a formidable task really. 


As a result, the respondents found that they were involved very 
extensively in clarifying Committee guidelines. In fact, the Committee 


produced a fairly comprehensive set of guidelines for the Committee in 


August, 1976. The Proposed Guidelines for the Committee are presented 


here as an example of the extent to which goal redefinition may occur 


as a result of Committee actions. 


Proposed Guidelines for the Committee 


a) The objective of the Committee shall be to produce a planning 
and policy document for the Faculty of Education, to include: 
1. Premises of modern education and society as they apply 

to the southern Alberta community and to the institutional 
structure of the University of Calgary. 
2. Objectives of the Faculty of Education. 
3. Planning priorities within foreseeable resources. 
4. Initiatives for development in the areas of: 
Undergraduate programs 
Student services and relations 
Screening and counseling 
Graduate programs 
Research 
Evaluation 
Professional, community, university relations 
Financing 
Information and communication 
Organizational structure of academic units 
Space and facilities 
Conduct of FEC 
Committee structure. 
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b) 1. Identify valid criticisms, purposeful recommendations 
from the Task Force Report on the Faculty of Education. 

2. Identify present strengths and accomplishments of the 

Faculty. 

3. Identify biased, meaningless or inaccurate conclusions 

of the Task Force. 

4. Issue interim report (for GFC) recording 1 and 2 above 

and actions in progress. 

5. Utilize information at hand to specify planning or 

action recommendations. 

6. Refer complex items to subcommittees or existing faculty 

bodies. 

7. Refer recommendations to: 

Administration for action, 
Faculty committee(s) for long-range development, and/or 
Faculty Council for adoption. 

8. Issue Planning-Policy Report. 

Further detailed redefinition occurred in November, 1976 with reference 
to the guidelines for the interim report. 

Although the respondents were committed to task completion 
within the designated timelines, as one respondent noted, "the task 
was more important than the deadlines." Thus, the original timeline 
was violated. Part of the reason for this violation of the timeline 
resulted from the goal redefinition. The members of the FR Committee 
realized that only a portion of the task could be accomplished by 
October, 1976. Other and later timelines were established for other 
portions of the task and, in turn, became targets for further interim 
reports by the FR Committee to FEC. These new target dates were met. 

In summary, although task demands were complex, they were 


precisely redefined and timetabled so as to be manageable. They were 


well-defined. 


Processes. The aggregate score for the processes variable was 
a mean of 2.2 which indicates that processes were perceived to have 


existed and been facilitative "to a great extent." In the interviews, 
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one respondent noted that ". . . everyone did a hell of a lot of homework 
£o cete it (thes task). dones.n).5 -nepee addition to the amount of work 

and energy expended, the respondents noted that "to a great extent" the 
leadership alternated among Committee members, depending on conditions, 
and that there was a great deal of participative decision-making within 
the Committee. Thus, the involvement of participants in the task appears 
to be a major feature of the processual successes of this Committee. In 
addition, the well-defined procedures such as the use of sub-committees 
to pursue "complex items" were perceived to have been an aid to the 


processes of the Committee. 


Resources. The aggregate score for the resources variable was 
a mean of 3.0 which indicates that the resources of the Committee as 
perceived by respondents might be described as being adequate. "All" 
the members of the Committee were selected for their representativeness 
of particular groups. Other than this major reason for personnel 
selection, "about half" were viewed as having been selected for a variety 
of reasons: "previous Committee experience," "expertise in the designated 
area," "availability," and "expressed interest in the designated task 
area." However, perceptions of respondents differed considerably on 
these latter items. 

Two additional points surfaced in interviews which might be 
classified as resources. One respondent noted that "there was a great 
deal of confidence in that Committee." The response of a second res- 


pondent may explain this confidence: 
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. . . the Faculty designated who should sit on this Committee. 
That in itself should give it some credibility ... . the clout 
of a member, the person's prestige in Faculty, the support they 
can engender--almost on a informal grapevine--is what counts. I 
would choose my members with great care for ad hoc committee 
work because they each come with their own little band of followers. 


The second point which surfaced in more than one instance was the role 
of a new Dean. As one respondent summarized this point: 

. . . the Faculty needed to know where he (the Dean) stood 
with reference to that Task Force Report--and the Committee 
itself. Because he was new, they weren't too sure and it was 
very important how he functioned as chairman in letting them 
know if he was going to push his views or whether he wanted 
their views. 

Thus, the confidence in the Committee and the views of the new Dean 
may be considered as potential resources for a committee. These two 


new resources may be synthesized as a new variable which Patton et al. 


(1977) term "the personal factor." 


Productivity. The aggregate score for the productivity variable 


was a mean of 2.6 which indicates that productivity was perceived to have 


existed "to a great extent." However, there was a major division between 


the two measures of productivity. There was strong agreement among 
respondents that they had been productive in terms of report producing. 
In fact, 51 recommendations were generated, of which 35 were accepted 

by FEC. On the other hand, the production of satisfaction for members 
as a result of participation on the Committee was viewed differently. 
Only "some" of the Committee members received recognition and visibility 
for their work. One respondent questionned whether or not members 
received visibility for their work or were selected for the work because 
of their previous visibility. In addition, other products suggested 


by respondents included "therapy" and "raised awareness in Faculty." 
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As well, in conjunction with other factors such as governmental funding, 
previous Faculty directions, and the Presidential Task Force Report, 


the initiation of "institutional renewal" was considered a product by 
some respondents. Thus, in summary, although the Committee was somewhat 
‘-productive, its major productivity success was in the production of a 


report and other "therapeutic" products, not in the development of 


satisfaction or recognition for Committee members. 


Committee process effectiveness. The score for Committee Process 


Effectiveness was a mean of 2.9 which indicates that the process effective- 
ness existed "to some extent." There was little deviation among respon- 


dents regarding this perception. 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood that Committee Process Effectiveness 
will be high if the ratings of task demands, processes, resources and 
productivity are high than if the ratings of task demands, processes, 
resources and productivity are low. Extrapolation from this generaliza- 
tion suggests that the lower the levels of task demands, processes, 
resources and productivity, the lower the level of process effectiveness 
is likely to be. 

If the eee for each variable are aggregated, with the 
exception of the Committee Process Effectiveness variable, a composite 
score of 2.5 as noted in Table 5.2 is achieved. The Committee Process 


Effectiveness score is 2.9 as noted in Table 5.2. These two scores do 


not fall within the same ranges on the general response scale used in 
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the study. The composite score would be considered high, but the 
Committee Process Effectiveness score would be considered to be moderate. 
Therefore, the concept developed within the review of the literature, 
that above average levels for the composite process variables should 
compare to above average levels of Committee Process Effectiveness, 


would appear to be unsubstantiated in this Committee. 


IMPLEMENTATION 


This section of the chapter examines the actual use made within 
the Faculty-at-large of Committee decisions and recommendations, and 
factors which may have affected the actual use of the decisions and 
recommendations. As well, the effectiveness of the implementation of 
the recommendations is examined. The findings are presented under the 
headings of implementation strategies,’ project characteristics, institu- 
tional setting and implementation effectiveness. Table 5.3 contains 
data pertaining to these variables. A further sub-section discusses 


the implementation activities. 


Implementation Strategy 


An implementation strategy refers to the choices made by 
decision-makers about how to use "action decisions." The implementation 
strategy variable was measured using six items. Items 24 and 25 of 
the questionnaire measured the extent to which the Committee assessed 
respectively the political and economic feasibility of implementing its 
recommendations. Item 26 of the questionnaire assessed the extent to 
which the Committee developed alternative methods for implementing its 


recommendations. Item 27 of the questionnaire measured the extent to 
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which members of the Faculty met to adapt the Committee's recommendations 
to the perceived needs of specific groups within Faculty. Items 28 and 
29 of the questionnaire assessed the extent to which members of the 
Faculty-at-large were provided respectively with means to acquaint 
themselves with Committee recommendations or to develop materials or 
aids to carry out some aspects of the recommendations of the Committee. 
As evidenced by the mean of 3.1 for Item 24 of Table 5.3, the 
respondents perceived the Committee as having assessed the political 
feasibility of implementing recommendations "to some extent." However, 
as indicated by the standard deviation of 1.0, the perceptions of. res- 
pondents differed somewhat on this item. The mean of 3.3 for Item 25 
of Table 5.3 indicates that the Committee members perceived themselves 
as having assessed the economic feasibility of implementing its recom- 
mendations "to some extent." Once again however, the perceptions of 
respondents differed somewhat with responses spread from "to a great 
extent" to "to a very small extent or not at all." As indicated by the 
mean of 4.1 for Item 26 of Table 5.3, the respondents perceived the 
Committee as having developed alternative methods "to a small extent" 
for implementing its recommendations. The mean of 3.5 for Item 27 of 
Table 5.3 indicates that the Committee members perceived that the members 
of Faculty met "to a small extent" to adapt the Committee recommendations 
to the perceived needs of specific groups within the Faculty. However, 
as the standard deviation of 1.2 would indicate, the perceptions of 
respondents varied considerably regarding this item. As evidenced by the 
mean of 4.3 for Item 28 of Table 5.3, members of the Faculty-at-large 


were perceived by Committee members to have been provided with the means 
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to acquaint themselves with Committee recommendations "to a very small 
extent oF not at all.” The mean of 4.3 for Item 29 of Table 5.3 indicates 
that the members of the pts Rae ae were perceived as having been 
provided the means to develop materials or aids "to a very small extent 
or not at all" to carry out some aspects of the recommendations of the 
Committee. 

In the aggregate, the mutual adaptation perspective to implemen- 
tation strategy, as represented by the aggregate variable score of 3.8, 


was perceived by respondents to have existed "to a small extent." 


Project Characteristics 

Project characteristics refer to the substance and scope of the 
changes proposed by the Committee "action decisions." The project 
characteristics variable was measured using three items. Item 30 of 
the questionnaire measured the extent to which increased coordination 
was required within Faculty as a result of Committee recommendations. 
Item 31 of the questionnaire assessed the extent to which implementation 
of Committee recommendations required changes of Faculty regulations 
or procedures. Item 36 of the questionnaire assessed the need for 
behavior changes on the part of Faculty as a result of the Committee's 
recommendations. 

As evidenced by the mean of 2.6 for Item 30 in Table 5.3, the 
recommendations. of the Committee were perceived by Committee members to 
have generated a need for increased coordination within the Faculty-at- 
large "to a great extent." However, as the standard deviation of 1.1 
indicates, the perceptions of respondents varied considerably Ls Fi 


this item. The mean of 2.6 for Item 31 of Table 5.3 indicates that 
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Committee members perceived that the implementation of the recommendations 
of the Committee required changes of Faculty regulations or procedures 
"to a great extent." However, the perceptions of respondents varied from 
"to a very great extent" to "to a small extent" regarding this item. As 
indicated by the mean of 3.5 for Item 36 of Table 5.3 the respondents 
perceived that changes in Faculty behavior occurred for "some." 

In the aggregate, the project characteristics, as represented by 
the aggregate variable score of 2.9, were perceived by respondents to 
have affected the implementation of FR Committee action decisions "to 


some extent." 


Institutional Setting 


Institutional setting refers to the extent of receptivity or 
hostility of the members of the institution to the recommendations of 
the Committee. The institutional setting variable was measured using 
one item which had six parts. Item 35a of the questionnaire measured 
the receptivity of the Senior Administration to Committee recommendations 
as perceived by Committee members; 35b measured the receptivity of the 
academic staff; 35c measured the receptivity of the students; 35d measured 
the receptivity of the Teachers' Association; 35e measured the receptivity 
of the Trustees' Association; and 35f measured the receptivity of the 
Departments of Education and Advanced Education and Manpower as perceived 
by Committee members. 

As evidenced in the mean of 1.7 for Item 35a in Table 5.3, the 
respondents indicated that the Senior Administration were "very receptive" 
to the recommendations of the Committee. The mean of 3.1 for Item 35b 


in Table 5.3 indicates that the academic staff were perceived by the 
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respondents to be "indifferent" to the Committee recommendations. As 
indicated by the mean of 2.4 for Item 35c in Table 5.3, the students 
were thought to be "receptive" to the recommendations of the Committee. 
The mean of 2.1 for Item 35d in Table 5.3 indicates that the Teachers' 
Association was viewed by the respondents to be "receptive" to the 
recommendations of the Committee. As evidenced by the mean of 2.9 for 
Item 35e in Table 5.3, the Trustees' Association was seen by respondents 
to be "indifferent" to the recommendations of the Committee. The mean 
of 2.9 for Item 35f indicates that the respondents believed the Depart- 
ments of Education and Advanced Education and Manpower to be "indifferent" 
to the recommendations of the Committee. 

In the aggregate, the A eee RCT en eT setting, as represented by 
the aggregate variable score of 2.5, was perceived by respondents ~to 


have been "receptive" to the recommendations of the Committee. 


Implementation Effectiveness 


Implementation effectiveness is measured by the extent of 
adaptation of Committee recommendations, and the perceived success and 
continuation of Committee recommendations. The implementation effective- 
ness variable was measured using three items. Item 32 of the question- 
naire measured the extent to which the Committee recommendations were 
modified during the time of implementation. Item 33 of the questionnaire 
assessed the perceived success of implementation. Item 34 of the 
questionnaire measured the extent to which the recommendations of the 
Committee have been continued in Faculty. 

As evidenced by the mean of 2.2 for Item 32 in Table 5.3, the 


Committee recommendations were perceived by respondents to have been 
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modified "to a great extent" during the time of implementation. However, 
as the standard deviation of 1.2 indicates, the perceptions of respondents 
varied considerably regarding this item. The mean of 3.3 for Item 33 

in Table 5.3 indicates that the recommendations of the Committee were 
perceived by respondents to have been implemented "to some extent." The 
mean of 3.3 for Item 34 in Table 5.3 indicates that the results of 
Committee recommendations were perceived by respondents to have been 
continued "to some extent." However, the perceptions of the respondents 
varied from "to a very great extent" to "to a small extent." 

In the aggregate, implementation effectiveness, as represented 
by the aggregate score of 2.9, was perceived by raspondents to have 
existed "to some extent.” 

Discussion of Implementation 
Activities 

Implementation strategy. The aggregate score for the implemen- 
tation strategy variable was 3.8 which indicates that "to a small extent" 
the implementation was perceived to have been characterized by a mutual 
adaptation perspective to implementation. The responses from the 
questionnaire and the subsequent interviews indicate that "to some 
extent" the Committee assessed the political and economic feasibility 
of implementing its recommendations. However, the perceptions of 
respondents differed somewhat on these items. Perceptions may have 
differed because the acceptance of the report can be divided into two 
portions. One portion were those recommendations which were accepted 
by FEC, and another were those defeated. The first block of recommenda- 


tions were accepted. Then a time period of approximately three weeks 
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passed during which time a "tremendous amount of lobbying (against the 
undergraduate structural reorganization) took place." As a result 

of the effects of the lobbying a notice of motion to refer the problem 
for further study was developed by a Faculty member: 

. . . in-an attempt to quiet my concern over,what I perceive 

to be the potentially destructive polarization of faculty... . 
The proposal is a compromise between, on the one hand the changes 
proposed by the (FR) Committee, and, on the other hand, the 
Maintenance of the status quo. 
The notice of motion was placed first on the agenda of the meeting to 
deal with the FR Committee's reorganization recommendations. The motion 
was carried and obviated all the reorganization recommendations. As 
one respondent noted: 

. « . The Dean's handling of it had to do with.the timing 

and the sequencing--when to call the motion, which motion goes 

first. To begin with I don't think he thought it mattered 

because I think he misread the ethos of the Faculty. When he 

realized this might be important, the issue became reactive 

and the Faculty said, "No! we'll take (the agenda) the way she 

has been presented." 
In essence, the FR Committee failed to check fully the feasibility of 
their recommendations and to consider the personal emotions and welfare 
of individual Faculty members. 

The Committee developed alternative methods for implementing its 
recommendations only "to a small extent" in spite of the fact that a 
concern was expressed in FEC (FEC Minutes, November 9, 1976) that 
"strategies or means for the implementation of the recommendations 
approved by the Council" be developed. However, in the ensuing discussion, 
the view was expressed by some Faculty members that implementation 


questions were beyond the terms of reference for the FR Committee. 


Implementation became the "responsibility of existing Committees of 
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Council (and) .. . the Dean's office." This latter attitude prevailed 
and confirmed the redefined "guidelines" of the Committee which had 
previously outlined these same "referral options." In essence, the FR 
Committee was not to be the implementing body. 

The members of the Faculty became involved to a limited extent 
in tailoring the recommendations of the Committee to the specific needs 
of portions of the Faculty through such things as inservice training 
sessions or activities to develop materials or aids to carry out some 
aspects of the recommendations of the Committee. Whatever implementation 
is occurring would appear to be largely the result of administrative 
action and further sub-committee action. In general, the Committee 
assessed the political and economic feasibility of implementing its 
recommendations but viewed any further activity to ensure implementation 


as being outside its mandate. 


Project characteristics. The aggregate score of the project 
characteristics variable was a mean of 2:9 which indicates that "to some 
extent" the implementation was viewed as having been affected by the 
substance and scope of the changes proposed by the Committee action 
decisions. The recommendations of the Committee generated a need for 
increased coordination within the Faculty-at-large "to a great extent." 
Some new concepts such as the Faculty's involvement in the University 
College, the extended Practicum and its related Practicum Department, 
and the Office for Evaluation increased the need for additional coordina- 
tion. In turn, as one respondent noted, the necessity for increased 
coordination and its implied problems as well as the need for changes in 


Faculty procedures "explains why the really important ones (referring to 
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the reorganization recommendations) weren't implemented." As well, the 
implementation of the recommendations required changes of Faculty 
regulations or procedures and changes in Faculty behaviors for "some" 
of the Faculty. However, the perceptions of respondents differed con- 
siderably regarding all of these items. In general, the implementation 
of Committee action decisions was affected "to some extent" by the 
substance and scope of the changes proposed by the Committee action 


decisions. 


Institutional setting. The aggregate score for the institutional 
setting variable was a mean of 2.5 which indicates that the institutional 
setting was perceived to be "receptive" to the action decisions of the 
FR Committee. Senior Administration were perceived to be "very receptive" 
to the decisions of the Committee. Students and the Teachers' Association 
were perceived to be "receptive" to the recommendations of the Committee. 
Academic staff, the Trustees' Association, and the Departments of 
Education were perceived to be "indifferent" to the recommendations of 
the Committee. The academic staff, though identified as "indifferent" 
to the recommendations of the Committee, more likely should be perceived 
to have been split in their views. For example, the academic staff were 
the only group to register actual “hostility" on the response scale, but 
they also registered “receptivity." 

In the aggregate, the recommendations of the FR Committee were 


introduced into a "receptive" institutional setting. 


. Implementation effectiveness. The aggregate score for implemen- 


tation effectiveness was a mean of 2.9 which indicates that implementation 
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effectiveness existed "to some extent." Recommendations achieved or not 
achieved were perceived to represent the major successes or failures of 
the Committee. For the successful recommendations, mutual adaptation 

was perceived to have occurred "to a great extent" although this 
perception varied considerably from person to person. As well, two 
respondents noted that "defeated" recommendations which entailed questions 
of structural reorganization are beginning to come up in other ways. 

But how can these recommendations come up in other ways without violating 
the Faculty's decision not to reorganize, not to dispense with depart- 
ments in favor of program oriented organization?. An attempt was made 
through a subsequent Faculty Seen e Var. Committee which failed to 
recommend any moves too radically different from the existing situation. 
Nevertheless, as one Senior Administrator commented, that report can be 
used as a focus for further discussion of the reorganization question 

in Executive Council. Also, "over loading" may develop when an increasing 
number of program matters which affect a number of departments will be 
forwarded to the Curriculum Planning Committee of Faculty. The result 
likely will be a requirement for increased liaison activity which may 

be a forerunner of some "new" organizational components and a resultant 
structural reorganization. As well, a field inservice program soon may be 
developed, placed under the office of the Practicum--and an interdis- 
ciplinary department is founded. The interdisciplinary department concept 
was rejected along with the rejection of the reorganizational model. In 
addition, the Program Evaluation Office has potential for creating changes 
in organizational structure over time as a result of the evaluative 


process of programs. 
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The perception of success and continuation of implemented 
recommendations exists “to some extent." The qualification on success 
may be attributed to non-implementation of some major recommendations, 
and cooptation Sceorners! In the aggregate, implementation has been 


effective "to some extent." 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood that implementation effectiveness will 
be high if the mutual adaptation perspective to implementation and 
institutional setting are rated high and the project characteristics 
are os ie low than if the mutual adaptation perspectives to implementa- 
tion and institutional setting are rated low and the project characteris- 
tics are rated high. 

If the scores for each variable are aggregated, with the 
exception of the measures of Implementation Effectiveness variable, 
a composite score of 3.1 as noted in Table 5.3 is achieved. The 
measures of Implementation Effectiveness score is 2.9 as noted in Table 
5.3. The composite score and the effectiveness score fall within the 
same range on the general response scale used in this study. Therefore, 
the concept developed within the review of the literature would appear 
to be substantiated in this Committee: average levels for the composite 
implementation variables score compare to average levels of implementation 
effectiveness. 

Even though the composite scores and effectiveness score fell 
within the same range, the anticipated directions of variables within 


the composite score were not substantiated. A review of the literature 
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suggested that, in relative terms, the implementation strategy score 
and institutional setting score should be higher than the project 
characteristics score. These directions were only partially confirmed 
in this Committee. The institutional setting score was higher than the 
project characteristics score; however, the implementation strategy 


score was lower instead of higher than the project characteristics score. 
EFFECTIVENESS 


This section of the chapter examines the overall effectiveness 
of the FR Committee. The overall effectiveness rating was computed 
from the aggregated ratings of the preceding linkage activities, 
Committee processes, and implementation ratings. Table 5.4 contains 
data relating to this variable. 

As indicated by the. linkage effectiveness score of 3.0 in Table 
5.4, the linkage activities of the FR Committee were perceived to be 
effective "to some extent." The Committee process effectiveness score 
of 2.9 in Table 5.4 indicates that the processes of the Committee were 
perceived to have been effective "to some extent." The implementation 
effectiveness score of 2.9 in Table 5.4 is evidence that implementation 
was perceived to have been effective "to some extent." As evidenced by 
the score of 2.9 in Table 5.4, the overall effectiveness of the FR 


Committee was perceived to exist "to some extent." 
SUMMARY 


The mission of the FR Committee was to identify Faculty problems, 
prioritize them, and develop a comprehensive plan of action to resolve 


the problems accorded highest priority. A summary of the findings regarding 
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the effectiveness of the Committee in accomplishing its task is displayed 
in Table 5.5 and presented descriptively in the following paragraphs. 

A number of linkages between the Committee and Senior Adminis- 
tration, and the Committee and the Faculty-at-large were examined in order 
to determine the extent to which the linkages had been effective, and 
the extent to which the first level of effectiveness of the conceptual 
framework (E) of Figure 2.1) had been achieved. Five variables were 
examined to determine the extent to which they existed as part of the 
linkage dimension of the temporary adaptive system as conceptualized. 


Formalization was perceived by respondents to have existed "to a great 


extent." Reciprocity existed "to a great extent." Intensity existed 
we a great extent." Positive consensus existed "to some extent." 
Functionality-over-time existed "to some extent." In the aggregate, 


linkage effectiveness was perceived by respondents to have existed “to 
some extent." In general, the concept regarding the linkage activities 
pertinent to the effectiveness of temporary adaptive systems, namely 
that high levels for the aggregated linkage variables should eee to 
high levels of linkage effectiveness, would appear to be unsubstantiated. 
Four variables were examined in the next section of the chapter 
in order to determine the extent to which Committee Processes had been 
effective, and the extent to which the second level of effectiveness of 


the conceptual framework (E, of Figure 2.1) had been achieved. Well- 


ie 
defined task demands, facilitative processes and productivity were 
perceived by respondents to have existed "to a great extent." Adequate 
resources were perceived by respondents to have existed "to some extent." 


In addition, when the researcher asked respondents if there were other 


matters not identified or covered through the questionnaire or interview 
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Table 5.5 


Summary of the Findings Regarding the FR Committee* 
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Aggregate 

Score for 

Variable Variable 

LINKAGE VARIABLES 

Formalization ie: 
Reciprocity 230 
Intensity 23 
Positive Consensus Dewi, 
Functionality-over-time Sipal 


General Linkage Effectiveness 


PROCESS VARIABLES 


Task Demands Ze 3 
Processes Bese 
Resources: Personnel 8) 
Product ZO 


General Process Effectiveness 


IMPLEMENTATION VARIABLES 


Implementation Strategy ays 
Project Characteristics oye 
Institutional Setting 25 


U1 O © 


General Implementation Effectiveness 


OVERALL EFFECTIVENESS 


Linkage Effectiveness S20 
Process Effectiveness hes) 
Implementation Effectiveness Zao 
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Concepe 
Composite Substantiated or 
Score Unsubstantiated 
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Not 
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Dea eat 2 
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Within 
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Dee) Gangs 


to some extent 
to some extent 2.9 = to some 
to some extent extent 
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*Scores: 1.0 to 1.8 = to a very great extent 
129 to 206 = to a great extent 
2.7 to 3.4 = to some extent 
3.5 to 4.2 = to a-small extent 
4.35t0. 5. 0 


= to a very small extent or not at all. 
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which were important or critical to the operation of the Committee, a new 
variable labelled “the: personal factor” by Patton et al. (1977) was 
identified. In this instance it was. made up of the “clout" of individual 
Committee members, and questions by Faculty concerning the views of the 
new Dean regarding the Committee task. In the aggregate, processes of 
the Committee were perceived to be effective "to some extent." In 
general, the concept developed within the review of the literature, 
namely that above average levels for the composite process variables 
score should compare to above average levels of Committee Process 
effectiveness, would appear not to be substantiated. 

Three variables were examined in the implementation section of 
the chapter in order to determine the extent to which effective 
implementation as laid out in the conceptual framework E of.Figure 2.1) 
had been achieved. The mutual adaptation perspective to implementation 
existed "to a small extent"; the project characteristics affected the 
implementation of FR Committee recommendations "to some extent"; and 
the institutional setting was "receptive." In the aggregate, effective 
implementation was perceived to exist "to some extent." In general, 
the concept developed within the literature regarding implementation 
would appear to be substantiated in this Committee: average levels for 
the composite implementation variables score compare to average levels 
of implementation effectiveness. However, the anticipated directions 
within the composite scores were not substantiated. A review of the 
literature suggested that, in relative terms, the implementation strategy 
score and institutional setting score should be higher than the project 
characteristics score. These directions were only partially confirmed. 


The implementation strategy score was lower instead of higher than the 
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project characteristics score; the institutional setting score was 
higher than the project characteristics score as anticipated. 

In terms of the conceptual framework concerning the effectiveness 
of temporary adaptive systems (Figure 2.1), the FR Committee achieved 
effectiveness "to some extent" on three of three possible levels, 
namely linkage activities effectiveness, committee process effectiveness 


and implementation effectiveness. 
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CHAPTER 6. 
DISTINCTION/GREAT DISTINCTION COMMITTEE 


The Committees in this study are described in the sequence in 
which the data were collected. Chapters 4 and 5 describe two Committees 
in the Faculty of Education at the University of Calgary; Chapters 6, 7 
and 8 describe three Committees in the Faculty of Education at the 
University of Lethbridge; and Chapters 9 and 10 describe Committees in 
the Faculty of Education at the University of Alberta. 

This chapter presents a descriptive analysis of the Distinction/ 
Great Distinction gether of the Faculty of Stra ee the University 
of Lethbridge. The chapter is divided into six major sections: back- 
ground information on s Distinction/Great Distinction Committee, linkage 
activities, Committee processes, implementation, effectiveness, and a 
summary of the findings. 

Data contained in this chapter were collected from the Faculty 
of Education Council minutes and by means of questionnaires and inter- 
views with the two members of the Distinction/Great Distinction Committee. 
Mean scores and standard deviations were computed for each item in the 
questionnaire. Each item had five response categories. The mean scores 
for most items that fell within the range of: 

a) 1.0 and 1.8 were treated as representing the first response 
category of "to a very great extent"; 
b) 1.9 and 2.6 were treated as representing the second response 


category of "to a great extent"; 
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c) 2.7 and 3.4 were treated as representing the third response 
category of "to some extent"; 
da) 3.5 and 4.2 were treated as representing the fourth response 
category of "to a small extent"; and 
e) 4.3 and 5.0 were treated as representing the fifth response 
category of "to a very small extent or not at all." 
Where a variable was measured using more than one item, an aggregate 
score for the variable was computed by combining all the scores of the 
items and dividing by the number of respondents to achieve a mean score 


for the variable. 


BACKGROUND 


The Distinction/Great Distinction (DGD) Committee was composed 
of two members. The Committee was established by the Faculty of 
Education Council (FEC) in March, 1975 as a result of FEC discussions 
regarding the removal or retention of Distinction/Great Distinction 
designations on the degrees of graduating students. Both respondents 
perceived the DGD Committee to have been an "action" committee. 

The purpose of the DGD Committee, as outlined in FEC minutes 
(March, 1975) was to recommend procedures regarding the designation of 
Distinction/Great Distinction on the degrees of graduate students. 
Earlier in the year the FEC had moved to excise any designation of 
Distinction/Great Distinction on the degrees of graduating students 
because there were problems of how to measure Distinction. The motion 
was carried after much discussion. However, some members of FEC felt 


that in spite of reasons presented, the designations should remain. 
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So a motion was put forward that an ad hoc committee be established to 
collect pertinent information as a basis for presenting a report to FEC 
to accept or reject any Distinction/Great pierinetion designation on 
the degrees of graduating students. This new motion was carried. 


In order to fulfil its task, the DGD Committee met once or 


twice. One member wrote a set of guidelines, and the written guidelines 


were presented to FEC in April, 1975. As one of the two DGD Committee 
Members noted: 
. . . This was a very short-lived committee, with a small, 
specific task, assigned by Ed. Council, to whom the committee 
submitted its recommendations. 


The duration of the Committee and the specificity of its task made it 


unique among the Committees in this study. 
LINKAGE ACTIVITIES 


This section of the chapter examines linkages between the DGD 
Committee and the Senior Administration, as well as between the DGD 
Committee and the Faculty-at-large. The effectiveness of the linkage 
activities of the DGD Committee also was examined. The findings are 
presented under the headings of formalization, reciprocity, intensity, 
positive consensus, and functionality-over-time. Table 6.1 contains 
data pertaining to these variables. A further sub-section discusses 


the linkage activities. 


Formalization 
Formalization is the degree to which the intraorganizational 
relationship is given official sanction by the parties involved. The 


formalization variable was measured using two items. Item oO Leet hne 
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questionnaire measured the extent to which the relationship between the 
Faculty and the Committee was given official or formal sanction. Item 
3 of the questionnaire assessed the extent to which an intermediary 
coordinated the relations between the Senior Administration (or Faculty 
Council) and the Committee. The scores of the two items then were 
aggregated to provide an aggregate variable score. 

As indicated by the mean of 3.5 for the first item in Table 6.1, 
detailed written terms of reference were perceived on the average to 
exist for the Committee "to a small extent." In FEC minutes (March, 
1975) the terms of. reference for the DGD Committee simply identified 
two Faculty members to recommend procedures regarding Distinction/Great 
Distinction. The task was specified; the resources entailed two Faculty 
members and any data they felt necessary; the only procedures to be 
followed were those of the Committee; and a report was to be presented 
to FEC at the next FEC meeting. 

As evident from the mean of 4.0 for Item 3 in Table 6.1, linkage 
between the Senior Administration and the Committee was perceived to 
have existed "to a small extent." However, the perceptions of the 
respondents differed markedly on this item: one responded "to some 
extent" and the other responded "to a very small extent or not at aden 
As one respondent noted: 

. . . continuous liaison with (Senior Administration) didn't 

seem appropriate . . . because the Director of Student Services 
was a member (of the Committee). 

In the aggregate, formalization of linkages among the parties 
involved, as represented by the aggregate variable score of 3.8, was 


perceived by respondents to have existed "to a small extent." 
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Reciprocity 


Andrews (1978:8) defines reciprocity as "the relative contribution 
of various parties in the relationship." 

As indicated by the mean of 3.5 for Teen DeonP table Ge, tne 
terms of reference for the Committee were perceived "to a small extent" 
to have been arrived at cooperatively by the Committee members and 
Senior Administration. However, the perceptions of respondents differed 
notably on this item as evidenced in their responses: one respondent 
indicated "to a great extent" and the other respondent indicated "to a 


very small extent or not at all." 


Intensity 


Intensity is the resource investment, both human and material, 
that an organization has to make in order that the intraorganizational 
relationship between selected parts be viable. Four items in the 
questionnaire addressed different aspects of intensity. The human 
investment was defined in terms of meeting time committed by the various 
parties. Items 4, 5 and 7 were used to measure the amount of involvement 
demanded respectively on the part of Committee members, on the part of 
Senior Administration (or Faculty Council) in conjunction with the 
Committee, and on the part of other members of Faculty in conjunction 
with members of the Committee. Item 9 addressed the extent to which 
the Committee was provided with resources such as funds, materials, 
equipment, release time and/or facilities. 

As indicated by the mean of 3.0 for Item Gk Sie, Yiwokey (a dh5 aeleye 
members of the Committee perceived themselves as having met "to some 


extent" from the time the Committee was founded until it was dissolved. 
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However, the perceptions of respondents differed considerably on this 
item. One respondent noted that the Committee met "to a great extent" 
while the other respondent stated that it met "to a small extent." 
However, for Item 5 in Table 6.1 the mean of 5.0 indicates that the 
Committee members perceived themselves as having met with Senior 
Administration (or FEC) "to a very small extent or not at all" and both 
members concurred in this view. The mean of 4.5 on Item 7 suggests 
that the Committee and Faculty-at-large communication was perceived 
as having occurred "to a very small extent or not at ali." As evidenced 
by the mean of 3.5 for Item 9 in Table 6.1, the material resources to 
carry out the Committee tasks were perceived to have been sufficient 
"to a small extent." However, the standard deviation Of 2. on this 
item indicates a wide variation in perceptions regarding the sufficiency 
of the resources supplied to the Committee. 

The aggregate score of 4.0 on this variable indicates that the 
Peenciey of resource investment was perceived by respondents to have 


existed "to a small extent." 


Positive Consensus 

Benson (1975:235) defines positive consensus as: 

. . . the agreement among participants in organizations 
regarding the nature of the tasks confronted by the organiza- 
tions and the value of and appropriateness of the approaches 
to those tasks. 

As indicated by the mean of 2.5 and standard deviation of 0.7 

for Item 10 in Table 6.1, the Committee members appeared to agree that 


the Faculty-at-large considered the task of the Committee to be worth- 


while "to a great extent." 
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Functionality-over-time 


Functionality-over-time refers, in the present study, to the 
extent to which organizational linkages remain functional over the 
period of time during which the Faculty and the Committee were related. 

As indicated by the mean of 5.0 and standard deviation of 0.0 
for Item ll in Table 6.1, the Committee members appeared to concur strongly 
that the relationships between the Faculty and Committee remained active 
and functional "to a very small extent or not at all" throughout the 


life of the Committee. 


Linkage Effectiveness 


Linkage effectiveness is a generalized assessment of the 
effectiveness of the linkages among the Committee, Senior Administration 
and Faculty-at-large. 

The linkage effectiveness variable was measured using two items. 
Item 6 of the questionnaire measured the extent to which liaison 
relationships between the Senior Administration and the Committee were 
perceived to be effective. Item 8 of the questionnaire assessed the 
extent to which the liaison relationships between the Faculty-at-large 
and the Committee were perceived to be effective. The scores of the 
two items were then aggregated to provide an aggregate variable score. 

As indicated by the mean of 4.0 for Item 6 in Table 6.1, the 
liaison relationships between the Senior Administration and the Committee 
were perceived by Committee members to be effective "to a small extent." 
However, as the standard deviation of 1.4 would indicate, the percep- 
tions of respondents varied considerably regarding this item. 


As evidenced by the mean of 5.0 for Item 8 in Table 6.1, the 
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liaison relationships between the Faculty-at-large and the Committee 
were perceived by Committee members to be effective "to a very small 
extent or not at all." The standard deviation of 0.0 indicates strong 
agreement among the respondents' perceptions. 

In the aggregate, effectiveness of linkages, as represented by 
the aggregate score of 4.5, was perceived by respondents to exist "to 


a very small extent or not at all." 


Discussion of Linkage Activities 


Formalization. The aggregate score for the formalization 
variable was a mean of 3.8 which indicates that formalization existed 
"to a small extent." The need for formalization through terms of 
reference or coordinating mechanisms for a very small committee with a 
highly specific task may be unnecessary in the view of one respondent 
who stated that ". . . a small committee with a highly specific task 
may mean that the need for terms of reference is inappropriate." Data 
from the interviews would suggest that instead of formalized procedures 
to provide official support for the Committee task, there was a highly 
informal network of support provided by Faculty to members of the 
Committee for the accomplishment of their task. As well, as mentioned 
previously, the Director of Student Services was a member of the Committee 
and may be considered as providing sufficient official support to the 
Committee in consequence of the size of the Committee's task. Thus, 
in summary, formalization existed "to a small extent" and formalization 
apparently was unnecessary, in large measure because of the extensive 


informal relationships between the Faculty and the Committee. 
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Reciprocity. The score for the reciprocity variable was a mean 
of 3.5 which indicates that reciprocity existed "to a small extent." 
This means that "to a small extent" the terms of reference of the 
Committee were perceived as having been arrived at cooperatively by the 
Committee members and the Senior Administration. Interviews which were 
held with Committee members subsequent to their completion of the 
questionnaire indicated that the terms of reference of the Committee 
were established primarily through the debate in FEC regarding the topic 
and the participation in the debate by the Faculty members who eventually 
were appointed to the Committee. In effect, the terms of reference were 
established prior to the official appointment of the Committee members 
and, as such, Committee members had no formal input to the initial 


definition of the Committee's terms of reference. 


Intensity. The aggregate score for the intensity variable was 
a mean of 4.0 which indicates that intensity existed "to a small extent." 
The responses from the questionnaire and the subsequent interviews with 
Committee members indicated that, in terms of the human investment, 
a minimal investment of staff time was committed to the development of 
the Report. In fact, members of the Committee could not recall 
specifically whether they had had one, two or any meetings. As one 
respondent noted: "Since aE. and I think alike on a lot of these 
things, it was fairly easy to work out some kind of report." 

The Committee members met with various members of the Faculty 
"to a very small extent or not at all." As one respondent noted: 

. . . There was a fair amount of informal discussion with 


the Dean, Associate Dean and other Faculty members before it 
(the Report) was brought to Council at the next meeting... . 
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(As well), we didn't touch base too much with Faculty members 
because recent discussion in Council was still fresh in our 
Memories and anyone who had an opinion on the matter had 
expressed the opinion. 

The material resources to carry out the Committee task were 
perceived to have been sufficient "to a small extent." As one respondent 
noted: "Resources--funds, etc.--were not relevant." Thus, in summary, 
intensity existed "to a small extent" and the very low intensity score 


probably was dependent, in large part, on a minimal investment of human 


time and other resources into the task of the Committee. 


Positive consensus. The score for the positive consensus variabie 
was a mean of 2.5 which indicates that positive consensus existed "to a 
great extent." The informal network is sufficiently peroua as to bear 
mentioning once again in this section as a circumstance of some importance 
to the tasks undertaken by committees in this Faculty. In this instance, 


the informal network was in positive consensus regarding the Committee 


and its task and thus facilitated the Committee efforts. 


Functionality-over-time. The score for the functionality-over- 
time variable was a mean of 5.0 which indicates that functionality-over- 
time existed "to a very small extent or not at all." The short life 
span of the Committee may not have necessitated any extended coordination 


to preserve the functionality of the Committee over time. 


Linkage effectiveness. The aggregate score for the linkage 
effectiveness variable was a mean of 4.5 which indicates that linkage 
effectiveness existed "to a very small extent or not at all."- The 


respondents, in general, believed that whatever linkage effectiveness 
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existed appeared to have resulted from largely informal contacts and 
relationships which existed between Committee members and other Faculty 
members rather than through any formalized mechanisms. As well, there 
was some question as to whether linkages were even necessary for a small 
committee with a short life span and a highly specific task. Thus, in 
summary, linkage effectiveness existed "to a very at extent or not 

at all" and this low linkage effectiveness was a result of what res- 
pondents perceived as a lack of need for linkages or at least a lack 


of need for formalized linkages. 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood hs linkage effectiveness will be high 
if formalization, reciprocity, intensity, positive consensus, and 
functionality-over-time are high than if formalization, reciprocity, 
intensity, positive consensus, and functionality-over-time are low. 
Extrapolation from this generalization suggests that the lower the 
levels of formalization, reciprocity, intensity, positive consensus, 
and functionality-over-time, the lower the level of linkage effective- 
ness is likely to be. 

If the scores for each variable are aggregated, with the 
exception of the linkage effectiveness variable, a composite score of 
3.5 as noted in Table 6.1 is achieved. The linkage effectiveness score 
is 4.5. These two scores fell within adjacent ranges on the general 
response scale used in the study. The composite variable score could 
be considered to be average while the linkage effectiveness score 


would be considered to be below average. Thus the concept developed 
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from the review of the literature regarding the linkage activities, that 
above average levels for the composite linkage activities variables should 
compare to above average levels of linkage effectiveness, would appear 


not to be substantiated. 
COMMITTEE PROCESSES 


ea on of the chapter examines the various processes which 
Operated within the Committee and the effectiveness of those Committee 
processes. The findings are presented under the headings of task 
demands, processes, resources, productivity, and Committee Process 
Effectiveness. Table 6.2 contains data pertaining to these variables. 


A further sub-section discusses the committee processes. 


Task Demands 

Steiner (1972:7) states that task demands volte the require- 
ments of the task and the rules under which the task must be performed. 
The task demands variable was measured using four items. Item 12 of 
the questionnaire measured the extent to which the Committee task was 
complex. Item 13 of the questionnaire assessed the extent to which 
Committee members redefined the goal of the Committee. Item 14 of the 
questionnaire measured the extent to which Committee members were 
committed to completion of the task within specified timelines. Item 16 
of the questionnaire measured the extent to which Committee members 
perceived themselves to have been detached from the Faculty to accomplish 
the defined task. 

As evidenced by the mean of 3.5 for Item 12 in Table 6.2, the 


respondents perceived the task of the Committee to be complex "to a 
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small extent." As indicated by the mean of 3.0 for Item 13 in Table 
6.2, the respondents reported that they were involved in clarifying 
Committee guidelines "to some extent" although as the standard deviation 
of 1.4 indicates, their pefceptions differed on this item. The mean of 
1.5 for Item 14 in Table 6.2 indicates that the respondents perceived 
themselves to have been committed "to a very great extent" to task 
completion within the designated timelines. The mean of 3.5 for Item 
16 in Table 6.2 indicates that Committee members perceived themselves 
to have been separated or detached "to a small extent" from other 
members of the Faculty to accomplish the assigned task. However, 
respondents differed markedly in their answers to this item: one 
respondent indicated "to a great extent" while the other indicated "to 
a very small extent or not at ail." 

In the aggregate, task demands, as represented by the aggregate 
variable score of 2.9, were perceived by respondents to have existed 


"to some extent." 


Processes 

Steiner (1972:8) states that process is “actions by which people 
transform their resources into a product." The process variable was 
measured using four items. Item 15 of the questionnaire measured the 
extent to which the Committee members exerted themselves to accomplish 
the task. Item 17 of the questionnaire assessed the extent to which 
well-defined procedures were established for the Committee. Item 18 of 
the questionnaire measured the extent to which equality of leadership 
existed within the Committee. Item 19 of the questionnaire assessed the 


extent to which decision-making was participative within the Committee. 
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The mean of 2.5 for Item 15 in Table 6.2 indicates that the 
members of the Committee were perceived to have exerted themselves “to 
a great extent" to accomplish the assigned task. As evidenced by the 
mean of 5.0 for Item 17 in Table 6.2, the respondents perceived well- 
defined procedures to have been established for the operation of the 
Committee "to a very small extent or not at all." The mean of 5.0 for 
Item 18 in Table 6.2 indicates that, even though formal leadership in 
the Committee was created, "to a very small extent or not at all" 
different leaders were perceived to have emerged, depending upon the 
conditions within the Committee. As indicated by the mean of 2.0 for 
Item 19 in Table 6.2, the respondents perceived that "to a great 
extent" decision-making within the Committee was participative in nature. 

The aggregate score of 3.6 on this variable indicates that the 
processes of the Committee were perceived by the respondents to have been 


facilitative “to ta small extent.“ 


Resources 

Hopkirk (1977:30) defines resources as "the knowledge, abilities 
and tools possessed by group members and the distribution of these 
entities within the group." The resource variable was measured using 
one item which had five parts. The item was used to measure the primary 
reason for the selection of members of the Committee. Item 22a of the 
questionnaire measured the extent to which members were selected for 
their previous Committee experience; 22b assessed the extent to which 
members were selected for their expertise in the designated task area; 
22c measured the extent to which members were selected for their avail- 


ability; 22d assessed the extent to which members were selected for 
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their expressed interest in the designated task area; and 22e measured 
the extent to which members were selected for their representativeness 
of particular groups. 

As evidenced by the mean of 2.0 for Item 22a in Table 6.2, One 
respondent indicated that "most" of the Committee members were selected 
for their previous Committee experience. However, the other respondent 
failed to respond to this item. The mean of 2.5 for Item 22b in Table 
6.2 indicates that "most" of the members were perceived to have been 
selected for their expertise in the designated task area. However, as 
the standard deviation of 2.1 would indicate the respondents did not 
agree regarding this item. The mean of 5,0 form ltem 22c-in Table 6.2 
indicates that "none" of the members were perceived by one of the 
respondents to have been selected for their availability. However, the 
other respondent failed to respond to this item. The mean Of. O720r 
Item 22d in Table 6.2 indicates that "all" of the members were perceived 
to have been selected for their expressed interest in the designated 
task area. This is the only item regarding resources where the perceptions 
of the respondents concurred completely. The mean Orel Ustoreit tem s2ze 
in Table 6.2 indicates that "all" of the members were perceived by one 
respondent to have been selected for their representativeness of 
particular groups. The second respondent once again did not respond. 

Physical resources such as funds, materials, equipment, release 
time, and/or facilities were previously described (Item 9) as having 
existed "to a small extent" as part of the intensity linkage variable 
although there were differing views between respondents on this item. 


The aggregate score of 2.3 on this variable indicates that the 
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resources of the Committee as perceived by Committee members might be 


described as being above average. 


Productivity 


Hopkirk (1977:93) defines productivity as "the actual outcomes 
which resulted from task demands, resources and process." Two major 
products may be identified: a final report or "action decisions," and 
member recognition or satisfaction. The productivity variable was 
Measured using two items. Item 20 peathe questionnaire measured the 
extent to which recommendations were produced by the Committee. Item 23 
of the questionnaire assessed how many of the Committee members received 
recognition for their work. 

As evidenced by the mean of 3.0 for Item 20 in Table 6.2, the 
respondents perceived that recommendations were produced,by the 
Committee "to some extent." However, as indicated by the standard 
deviation of 2.8, the respondents differed dramatically regarding their 
perceptions of this item. The mean of 3.5 for Item 23 in Table 6.2 
indicates that the respondents perceived that "some" of the Committee 
members received recognition and visibility for their work. 

In the aggregate, productivity, as represented by the aggregate 
variable score of 3.3, was perceived by respondents to have existed "to 


some extent." 


Committee Process Effectiveness 

Committee Process Effectiveness is a generalized assessment of 
the actual outcomes of the processes of the Committee. 

As indicated by the mean of 1.5 for Item 21 in Table 6.2, the 
processes of the Committee were perceived to have been effective Dito st 


very great extent." 
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Discussion of Process Activities 


Task demands. The aggregate score for the task demands variable 
was 2.9 which indicates that the task demands existed "to some extent.” 
The respondents agreed that the task demands were complex "to a small 
extent" and that they were committed "to a very great extent" to task 
completion within the designated timelines. There was no agreement 
on the respondents' involvement in clarifying Committee guidelines or 
the extent to which they had been detached from the Faculty to accomplish 


their task. In summary, task demands, on the average, were perceived 


to be defined "to some extent." 


Processes. The aggregate score for the processes variable was 
a mean of 3.6 which indicates that processes were perceived to have 
existed and been facilitative "to a small extent." In the interviews, 
the two respondents concurred that there was no need for well-defined 
procedures within Committee because of its highly specific task and 
short time span. As well, the respondents concurred that the question 
of leadership was not a factor of importance since the task was treated 
more as a collegial exercise where both members contributed equally to the 
decision-making. As well, the brief life of the Committee may not have 
allowed time for any perceived shifts in leadership or even the definition 
of precise leadership within the Committee. Both respondents considered 
that they had expended a good amount of energy to accomplish their task. 
Another variable appeared in terms of the Committee Processes 
which can be labelled "size." The variable appeared in response to the 
researcherS interview question regarding “any other matters not identified 


and covered through the questionnaire or interview which were important 
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or critical to the operation of the Committee." Size of the task and 
‘size of the Committee were suggested as influencing the effectiveness 
of a Committee. No specific suggestions were made as to how size would 
affect either task or Committee. However, an inference was made that 
the small size of the institution, and the resulting close interpersonal 
knowledge that Faculty members have of one another, may facilitate 
implementation because members subliminally test the feasibility of their 
proposals against the Faculty milieu. And, as mentioned under formaliza- 
tion, one respondent believed that in a small Committee with a specific 
task, the need for terms of reference may be inappropriate. 

Thus, in summary, the processes of the Committee were facilitative 
"to a small extent." The major contributions to Committee eroceee results 


were derived from the energetic, collegial efforts of the members. 


Resources. The aggregate score for the resources variable was 
a mean of 2.3 which indicates that the resources of the Committee as 
perceived by respondents might be described as being above average. 
The respondents agreed that the major reason for their selection 
to the Committee was their expressed interest in the designated task 
area. As one respondent stated: 
. . - If you want a task done, appoint people who want to 
do the task, who are motivated. This "loads" the Committee, of 
course. This is not necessarily undesirable. 
A secondary reason, about which the respondents differed considerably, 
was possibly their expertise in the designated task area. All other 


responses were judged by the researcher to be unreliable since only one 


of the two respondents responded to the remaining items. 
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Productivity. The aggregate score for the productivity variable 
was a mean of 3.3 which indicates that productivity was perceived to have 
existed "to some extent." There was a major division between the two 
measures of productivity. Both respondents agreed that the members of 
the Committee received recognition for their work on the Committee "to 
some extent." However, their perceptions differed widely regarding their 
‘views of the extent to which a report was produced. No reason can be 
provided for this ies: In fact, a one-page statement outlining 
Committee recommendations was presented to and accepted by FEC in April, 


197 Se 


Committee process effectiveness. . The score for Committee 
Process Effectiveness was a mean of 1.5 which indicates that the process 
effectiveness existed "to a very great extent." There was little 


deviation between respondents regarding this perception. 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood that Committee Process Effectiveness 
will be high if the ratings of task demands, processes, resources and 
productivity are high than if the ratings of task demands, processes, 
resources and productivity are low. Extrapolation from this generaliza- 
tion suggests that the lower the levels of task demands, processes, 
resources and productivity, the lower the level of process effectiveness 
is likely to be. 

If the scores for each variable are aggregated, with the 
exception of the Committee Process Effectiveness variable, a composite 


score of 3.0 as noted in Table 6.2 is achieved. The Committee Process 
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Effectiveness score is 1.5 as noted in Table 6.2. The composite variable 
score could be considered as very much above average while the Committee 
Process Effectiveness score could be considered as average. Thus the 
concept developed from the review of the literature regarding Committee 
processes would appear to be unsubstantiated: above average levels for 
the composite process variables do not compare to above average levels 


of Committee Process Effectiveness. 


IMPLEMENTATION 


This section of the chapter examines the actual use made within 
the Faculty-at-large of Committee decisions and recommendations, and 
factors which may have affected the actual use of the decisions and 
recommendations. As well, the effectiveness of the implementation of 
the recommendations is examined. The findings are presented under the 
headings of implementation strategies, project characteristics, 
institutional setting and implementation effectiveness. Table 6.3 
contains data pertaining to these variables. A further sub-section 


discusses the implementation activities. 


Implementation Strategy 


An implementation strategy refers to the choices made by 
decision-makers about how to use "action decisions." The implementation 
strategy variable was measured using six items. Items 24 and 25 of 
the questionnaire measured the extent to which the Committee assessed 
respectively the political and economic feasibility of implementing its 
recommendations. Item 26 of the questionnaire assessed the extent to 


which the Committee developed alternative methods for implementing its 
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recommendations. Item 27 of the questionnaire measured the extent to 
which members of the Faculty met to adapt the Committee's recommenda- 
tions to the perceived needs of specific groups within Faculty: ~ Items 
28 and 29 of the questionnaire assessed the extent to which members of 
the Faculty-at-large were provided respectively with means to acquaint 
themselves with Committee recommendations or to develop materials or 
aids to carry out some aspects of the recommendations of the Committee. 
As evidenced by the mean of 4.0 for Item 24 of Table 6.3, the 
respondents perceived the Committee as Setiag assessed the political 
feasibility of implementing recommendations "to a small extent." However, 
as the standard deviation of 1.4 would indicate, the respondents did 
not agree on this item. The mean of 5.0 for Item 25 of Table 6.3 
indicates that the Committee members perceived themselves as having 
assessed the economic feasibility of implementing its recommendations 
"to a very small extent or not at all." As indicated by the mean of 5.0 
for Item 26 of Table 6.3, the Committee did not develop alternative 
methods for implementing its recommendations. The mean of 5.0 for Item 
27 of Table 6.3 indicates that the Committee members perceived that 
the members of Faculty met "to a very small extent or not at all" to 
adapt the Committee recommendations to the perceived needs of specific 
groups within the Faculty. As evidenced by the mean of 5.0 for Item 28 
of Table 6.3, members of the Faculty-at-large were perceived by Committee 
members not to have been provided with the means to acquaint themselves 
with Committee recommendations. The mean of 5.0 for Item 29 of Table 6.3 
indicates that the members of the Faculty-at-large were not perceived as 
having been provided the means to develop materials or aids to carry out 


some aspects of the recommendations of the Committee. 
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In the aggregate, the mutual adaptation perspective to implemen- 
tation strategy, as represented by the aggregate score of 4.8 for the 


foregoing items, was perceived by respondents not to have existed. 


Project Characteristics 

Project characteristics refer to the substance and scope of the 
changes proposed by the Committee "action decisions." The project. 
characteristics variable was measured using three fence Item 30 of 
the questionnaire measured the extent to which increased coordination 
was required within Faculty as a result of Committee recommendations. 
Item 31 of the questionnaire assessed the extent to which implementation 
of Committee recommendations required changes of Faculty regulations or 
procedures. Item 36 of the questionnaire assessed the need for behavior 
changes on the part of Faculty as a result of the Committee's recommen- 
dations. 

As evidenced by the mean of 5.0 for Item 30 in Table 6.3, the 
recommendations of the Committee were perceived by Committee members 
not to have generated a need for increased coordination within the 
Faculty-at-large. The mean of 3.5 for Item 31 of Table 6.3 indicates 
that Committee members perceived that the implementation of the recom- 
mendations of the Committee required changes of Faculty regulations or 
procedures "to a small extent." As indicated by the mean of 4.5 for 
Item 36 of Table 6.3, the respondents perceived that no changes in 
Faculty behavior occurred. 

In the aggregate, the project characteristics, as represented 
by the aggregated score of 4.3 for the foregoing items, were perceived 
by respondents to have affected the implementation of DGD Committee 


action decisions "to a very small extent or not at all." 
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Institutional Setting 


Institutional setting refers to the extent of receptivity or 
hostility of the members of the institution to the recommendations of 
the Committee. The institutional setting variable was measured using 
one item which had six parts. Item 35a of the questionnaire measured 
the receptivity of the Senior Administration to Committee recommendations 
as perceived by Committee members; 35b measured the receptivity of the 
academic staff; 35c measured the receptivity of the students; 35d 
measured the receptivity of the Teachers' Association; 35e measured the 
receptivity of the Trustees' Association; and 35f measured the receptivity 
of the Departments of Education and Advanced Education and Manpower as 
perceived by Committee members. 

As evidenced in the mean of 1.5 for Item 35a in Table 6.3, the 
respondents indicated that the Senior Administration were "very Ceeeetive" 
to the recommendations of the Committee. The mean of 2.0 for Item 35b 
in Table 6.3 indicates that the academic staff were perceived by the 
respondents to be "receptive" to the Committee recommendations. As 
indicated by the mean of 2.0 for Item 35c in Table 6.3, the students 
were thought to be "receptive" to the recommendations of the Committee. 
The means of 3.0 for Items 35d, 35e and 35f in Table 6.3 indicate that 
the Teachers' Association, Trustees' Association and Departments of 
Education were believed to be “indifferent” to the recommendations of 
the Committee. However, only one of the two members of the Committee 
actually responded to these latter items. 

In the aggregate, the institutional setting, as represented by 
the aggregate score of 2.4 for the foregoing items, was perceived by 


respondents to have been "receptive" to the recommendations of the Committee. 
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Implementation Effectiveness 

Implementation effectiveness is measured by the extent of 
Hehe sie of Committee recommendations, and the perceived success and 
continuation of Committee recommendations. The implementation effective- 
ness variable was measured using three items. Item 32 of the questionnaire 
measured the extent to which the Committee recommendations were modified 
during the time of implementation. Item 33 of the questionnaire assessed 
the perceived success of implementation. Item 34 of the questionnaire 
measured the extent to which the recommendations of the Committee have 
been continued in Faculty. 

As evidenced by the mean of 5.0 for Item 32 in Table 6.3, the 
Committee recommendations were perceived by respondents not to have been 
modified during the time of implementation. The mean of 1.5 for Item 
33 in Table 6.3 indicates that the recommendations of the Committee were 
perceived by respondents to have been implemented "to a very great 
extent." The mean of 1.5 for Item 34 in Table 6.3 indicates that the 
results of Committee recommendations were perceived by respondents to 
have been continued "to a very great extent." 

In the aggregate, implementation effectiveness, as represented 
by the 2.7 aggregate score of the implementation effectiveness items, 
was perceived by respondents to have existed "to some extent." 


Discussion of Implementation 


Activities 


Implementation strategy. The aggregate score for the implemen- 


tation strategy variable was 4.8 which indicates that the implementation 


was perceived not to have been characterized by a mutual adaptation 
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perspective to implementation. The responses from the questionnaire and 
the subsequent interviews indicate that the members agreed that there 
had been no consideration of alternative implementation methods, economic 
feasibility, adaptation of the recommendations, staff training, or staff 
development of materials related to the recommendations. The members did 
indicate that there had been consideration of political feasibility, 
although respondents disagreed on this item. The disagreement may arise 
from a perception of what constitutes considering political feasibility. 
As one respondent noted: 
. . . When you are thinking of recommendations for a change 

of some sort, if you've been around in a small institution of 

this sort, you can almost tag in your mind those people who will 

be for and against such a recommendation and why. So if its 

something really important to you, you can think of arguments 

in advance--much like a debater--and can concentrate on the 

arguments that will convince him while I'm in the process of 

preparing this recommendation for change. 
In general, the Committee did not consider any form of implementation 


strategy with the possible exception of some informal, almost subliminal 


testing of political feasibility. 


Project characteristics. The aggregate score of the project 
characteristics variable was a mean of 4.3 which indicates that "to a 
very small extent or not at all" the implementation was viewed as having 
been affected by the substance and scope of the changes proposed by the 
Committee action decisions. Largely, the respondents could perceive 
changes in procedures “to a small extent" and little impact other than 
that. In general, the project characteristics had an effect "to a very 


small extent or not at all" on the implementation of the Committee 


recommendations. The specificity of the task and the largely administrative 
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activity which resulted from Committee was unlikely to require any great 
behavioral changes of staff or coordination. The only requirement was 


for a small administrative procedure to be implemented. 


Institutional setting. The aggregate score for the institutional 
setting variable was a mean of 2.4 which indicates that the institutional 
setting was perceived to be "receptive" to the action decisions of the 
DGD Committee. In spite of earlier discussions against having a 
Distinction/Great Distinction designation on the degrees, the recommenda- 
tions of the DGD Committes to reinstate the Distinction/Great Distinction 
designation was passed in FEC, but with specific standards. The 
receptivity of the DGD Committee's recommendations by FEC was evidenced 


by the favorable vote in FEC. 


Implementation effectiveness. The aggregate score for implemen- 
tation effectiveness was a mean of 2.7 which indicates that implementation 
effectiveness existed "to some extent." The recommendations of the 
Committee were accepted and implemented with little fanfare. There was 
no adaptation of any kind, yet respondents concurred that implementation 
of recommendations was successful and the actions recommended by the 


Committee have been continued. Both respondents considered "continuation" 


as the major success of the Committee. Continuation was simplified because 


carrying out the recommendations was "primarily an administrative activity 


that was turned over to . . . (one person who) carries it out." 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 


study, there is more likelihood that implementatation effectiveness will 
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be high if the mutual adaptation perspective to implementation and 
institutional setting are rated’ high and the project characteristics 
are rated low than if the mutual adaptation perspectives to Umplanentation 
and institutional setting are rated low and the project characteristics 
are rated high. 
If the scores for each variable are aggregated, with the 

exception of the measures of Implementation Effectiveness variable, 
a composite score of 3.8 as noted in Table 6.3 is achieved. The measures 
of Implementation Effectiveness score is 2.7 as noted in Table 6.3. 
The two scores fall within adjacent ranges on the general response scale 
used in the study. The composite score could be considered to be 
below average while the implementation effectiveness score could be 
considered to be average. Thus the concept developed from the review of 
the literature regarding implementation, namely that average levels for 
the composite implementation variable scores would compare to average 
levels of implementation effectiveness would appear not to be substantiated. 

As well, the anticipated directions of variables within the 
composite score were not substantiated. A review of the literature 
suggested that, in relative terms, the implementation strategy score and 
institutional setting score should be higher than the project character- 
istics score. These directions were only partially confirmed in this 
Committee. The institutional setting score was higher than the project 
characteristics score; however, the implementation strategy score was 


lower instead of higher than the project characteristics score. 
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EFFECTIVENESS 


This section of the chapter examines the overall effectiveness 
of the DGD Committee. The overall effectiveness rating was computed 
from the averaged aggregated ratings of the preceding linkage activities, 
Committee processes, and implementation ratings. Table 6.2 contains 
data relating to this variable. 

As indicated by the linkage effectiveness score of 4.5 in Table 
6.4, the linkage activities of the DGD Committee were perceived to be 
effective "to a very small extent or not at all." The Committee processes 
effectiveness score of 1.5 in Table 6.4 indicates that the processes of 
the Committee were perceived to have been effective "to a very great 
extent." The implementation effectiveness score of 2.7 in Table 6.4 
is evidence that implementation was perceived to have been effective 
"to some extent." As evidenced by the score of protein Table 6.4, the 
overall effectiveness of the DGD Committee was perceived to exist "to 


some extent." 
SUMMARY 


The mission of the DGD Committee was to recommend procedures 
to FEC regarding the designation of Distinction/Great Distinction 
on the degrees of graduating students. A summary of the findings 
regarding the effectiveness of the Committee in accomplishing its task 
is displayed in Table 6.5 and presented descriptively in the following 
paragraphs. 
A number of linkages between the Committee and Senior Administration, 


and the Committee and the Faculty-at-large were examined in order to 
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Table 6.5 
Summary of the Findings Regarding the DGD Committee* 


eee nnn 


Aggregate Concept 
Score for Composite Substantiated or 
Variable Variable Score Unsubstantiated 
pi i a a a ae ee 
LINKAGE VARIABLES 
Formalization Sots 
Reciprocit ‘ 
P ‘ y cia Sees) Unsubstantiated 
Intensity 4.0 Not 
Positive Consensus 2.38 * 
‘ : ; within 
Functionality—over-ctime 520 
same 
General Linkage Effectiveness 4.5 )range 
PROCESS VARIABLES 
Task Demands Pres) 
Processes 320 S70 
t d 
Resources: Personnel 2a Not pas Seely sala 
Product S58) within 
: Ss 
General Process Effectiveness is) reps 
range 
IMPLEMENTATION VARIABLES 
BT ee Pan eoaah as 3.8 )Not  Unsubstantiated 
Project Characteristics Ars eeRaRIS 
Institutional Setting 2.4 
same 
General Implementation Effectiveness Zi a) Lange 
OVERALL EFFECTIVENESS 
Linkage Effectiveness 4,5 = to a very small 
extent or not pee. oe 
at all 
: some 
Process Effectiveness 1.5 = to a very great 
extent 
extent 
Implementation Effectiveness 2.7 = to some extent 


——=—— 
*Scores: 1.0 to 1.8 = to a very great extent 
A ey 21 67°="to a Great extene 

D7 to 3.4 = to some extent 

Sees) 4,2 = to a small extent 

OS) 5 AO 


= to a very small extent or not at alas 


In view of the n(2), these statistics should be interpreted cautiously. 
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determine the extent to which the linkages had been effective, and the 
extent to which the first level of effectiveness of the conceptual 
framework (E, of Figure 2.1) had been achieved. Five variables were 
examined to determine the extent to which they existed as part of the 
linkage dimension of the temporary adaptive system as conceptualized. 
Formalization was perceived by respondents to have existed "to a small 
extent." Reciprocity existed "to a small extent." Intensity existed 
"to a small extent." Positive consensus existed "to a great extent." 
Functionality-over-time existed "to a very small extent or not at all." 
In the aggregate, linkage effectiveness was perceived by respondents to 
have existed "to a small extent." In general, the concept regarding the 
linkage activities pertinent to the effectiveness of temporary adaptive 
systems, namely that high levels for the aggregated linkage variables 
should compare to high levels of linkage effectiveness, would appear 
to be unsubstantiated. 

Four variables were examined in the next section of the chapter 
in order to determine the extent to which Committee Processes had been 
effective, and the extent to which the second level of effectiveness 


of the conceptual framework (E. of Figure 2.1) had been achieved. Well- 


2 
defined task demands were perceived by respondents to have existed "to 
some extent"; facilitative processes existed "to a small extent"; more 
than adequate resources existed; and productivity existed "to some 

extent." In the aggregate, processes of the Committee were perceived 
to be effective "to a great extent." Another variable was identified 


and labelled "size" by the researcher. The variable of size may have 


possible effects upon Committee task, processes, terms of reference, 
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and implementation feasibility. In general, the concept developed within 
the review of the literature, namely that above average levels for the 
composite process variables score should compare to above average levels 
of Committee Process Effectiveness, were unsubstantiated. 

Three variables were examined in the implementation section of 
the chapter in order to determine the extent to which effective imple- 
mentation as laid out in the conceptual framework (E, Of Figure? 2.1) 
had been achieved. The mutual adaptation perspective to implementation 
did not exist; the project characteristics affected implementation "to 
a very small extent or not at all"; and the institutional setting was 
"receptive." In the aggregate, effective implementation was perceived 
to exist Fa: a small extent." In ever aay the concept developed within 
the literature regarding implementation, namely that average levels for 
the composite implementation variable score would compare to average 
levels of implementation effectiveness, was not substantiated. 

As well, the anticipated directions of variables within the 
composite score were not substantiated. A review of the literature 
suggested that, in relative terms, the implementation strategy score 
and institutional setting score should be higher than the project 
characteristics score. These directions were only partially confirmed. 
The institutional setting score was higher than the project characteris- 
tics score; however, the implementation strategy score was lower instead 
of higher than the project characteristics score. 

In terms of the conceptual framework concerning the effectiveness 
of temporary adaptive systems (Figure 2.1), the DGD Committee achieved 


effectiveness on the three possible levels: linkage effectiveness "to 
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a very small extent or not at all"; process effectiveness "to a very great 
y 


extent"; and implementation effectiveness "to some extent." 


i” a 
phi iis 
ee Te sini 
rey ~ ty - : 5 a rs 
ye dea whe sa) ie - me tap 
‘ : . Lc a 7 Ai 7 
i! ahs > te " ie 7 | i iy ; " a ; if 


y f 
A] 
i] 
ta | 
bs 
vl 
. t 
s ' 
eT 
a = 
Sy 7 
: fh . Le i 
eet 
} 
Sil { F! ! 
~ i } j \ ) ’ 
, iA. } | 
} . 
ee 
| 
; 4% ( 
i ey 
Orit 
i 2 
i ‘ 
is 
J i) ; ; ' 
i at : 
j 
, 
nf , 
i] 


a, : | fi ra ; : ; h alle 
a) | nhs a Dy be a yaw a n i : “uy pe heey: 
| i BR) 
' 
alae 


ac nH det oh = 
ny F i y an i) a Ryall ix» ee a pe: 
Beak i + uh i Pe ead Pie 


oar , oe an ve 
cad a 7 be oa on 
7 Me oe relly say" ie a Xi 


nee ne Va : ” 
a oe a ‘ 


CHAPTER 7 
COOPERATIVE STUDIES COMMITTEE 


The Committees in this study are described in the sequence in 
which the data were collected. Chapters 4 and 5 describe two Committees 
in the Faculty of Education ae the University of Calgary; Chapters 6, 7 
and 8 describe three Committees in the Faculty of Education at the 
University of Lethbridge; and Chapters 9 and 10 describe Committees in 
the Faculty of Education at the University of Alberta. 

This chapter presents a descriptive analysis of the Cooperative 
Studies Committee of the Faculty of Education at the University of 
Lethbridge. The chapter is divided into six major sections: background 
information on the Cooperative Studies Committee, linkage activities, 
Committee processes, implementation, effectiveness and a summary of the 
findings. 

Data contained in this chapter were collected from Faculty of 
Education Council Minutes, minutes and documents of the Cooperative 
Studies Committee, and by means of questionnaires and interviews. 
Questionnaires were distributed to and returned by the five members 
of the Cooperative Studies Committee. Two additional respondents who 
were mentioned frequently by Cooperative Studies Committee members as 
being "knowledgeable" regarding the Committee were included in the 
study. One of these was the researcher who is considered a participant 
observer in this instance. The other was a Faculty representative to 


the University Cooperative Studies Advisory Council. Of the seven 
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respondents, seven returned the questionnaires and four were interviewed. 
Mean scores and standard deviations were computed for each item in the 
questionnaire. Each item had five response categories. The mean scores 
for most items that fell within the range of: 
a) 1.0 and 1.8 were treated as representing the first response 
category of "to a very great extent"; 
b) 1.9 and 2.6 were treated as representing the second response 
category of "to a great extent"; 
c) 2.7 and 3.4 were treated as representing the third response 
category of "to some extent"; 
ad) 3.5 and 4.2 were treated as representing the fourth response 
category of "to a small extent"; and 
e) 4.3 and 5.0 were treated as representing the fifth response 
category of "to a very small extent or not at all." 
Where a variable was measured using more than one item, an aggregate 
score for the variable was computed by combining all the scores of the 
items and dividing by the number of respondents to achieve a mean score 


for the variable. 
BACKGROUND 


The Cooperative Studies (CS) Committee was composed of five 
Faculty members. In addition, the researcher was the administrative 
officer for the Committee and should be considered as a participant 
observer for the purpose of this study. 

The CS Committee was established within the Faculty of Education 


in the Fall, 1975 as the result of an administrative reorganization 
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of a previously centralized University Project. The purposes of the 
CS Committee, as stated in The Progress Report (January, 1976:1) to FEC, 
were "to provide directions and guidelines for the development of the 
Project within Education, and to evaluate student field learning 
experiences." All four interviewees perceived the Committee to have 
been an "action" Committee. 

In carrying out its purposes, the CS Committee completed a number 
of tasks. The CS Committee presented three reports in Spring, 1976: 
one to the FEC Planning Committee, one to FEC, and one to the CS Advisory 
Council. Each of these reports described the student evaluations done 
by the CS Committee and outlined the directions which were being pursued 
in the development of the Project. A Cooperative Studies Handbook of 
Policies and Procedures was written by September, 1976. A final Review 
of Cooperative Studies in the Faculty of Education: 1973:1977 was under- 
taken by the CS Committee in April, 1977. Recommendations in the Review 


were presented to the FEC Planning Committee in Spring, 1977 for action. 


LINKAGE ACTIVITIES 


This section of the chapter examines linkages between the CS 
Committee and the Senior Administration, as well as between the CS 
Committee and the Faculty-at-large. The effectiveness of the linkage 
activities of the CS Committee also was examined. The findings are 
presented under the headings of formalization, reciprocity, intensity, 
positive consensus, and functionality-over-time. Table 7.1 contains 
data pertaining to these variables. A further sub-section discusses the 


linkage activities. 
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Formalization 

Formalization is the degree to which the intraorganizational 
relationship is given official sanction by the parties involved. The 
formalization variable was measured using two items. Item 1 of the 
questionnaire measured the extent to which the relationship between the 
Faculty and the Committee was given official or formal sanction. Item 
3 of the questionnaire assessed the extent to which an intermediary 
coordinated the relations between the Senior Administration (or Faculty 
Council) and the Committee. The scores of the two items then were 
aggregated to provide an aggregate variable score. 

As indicated by the mean of 3.1 for the first item in Table 7.1, 
detailed written terms of reference were perceived on the average to 
exist for the Committee "to some extent." The FEC minutes which record 
the striking of the first CS Committee in 1973 state: "That the forma- 
tion of an ad hoc committee on Cooperative Studies be approved consisting 
of (six Faculty members)." The Faculty Handbook further outlines the 
terms of reference of ad hoc committees within the Faculty: 

. . . Unless otherwise stated in terms of reference all Ad 

Hoc Committees should be disbanded at the end of each academic 
year. Further committees should be established as necessary for 
the performance of specific tasks .... 

Ad Hoc Committees may be voted into existence by the Faculty 

of Education Council. They may be either elected or appointed. 
They are formed, as their name implies, for a specific temporary 
purpose. When an Ad Hoc Committee has completed the assignment 
for which it was formed--submitted its final report--it is 
automatically dissolved without further action by the Faculty 

of Education. An Ad Hoc Committee has no mandate beyond the 
purpose for which it was originally formed, unless the mandate 
is changed by the action of the Faculty of Education Council. 


When an Ad Hoc Committee has not reported on its assignment 
within a year of its formation, it will be dissolved. 
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In each succeeding year since 1973 a new ad hoc committee was struck to 
oversee the CS Project. By the 1978-79 academic year, the ad hoc 
committee had been converted to a standing committee. 

In a January, 1976 Progress Report to FEC, a statement was 
presented which appeared to summarize the terms of reference and purpose 
of the CS Committee. The CS Committee was "to provide directions and 
guidelines for the development of the Project within Education, and to 
evaluate student field learning experiences." | 

Thus the task of the CS Committee and its terms of reference 
were outlined loosely by FEC. Resources in the form of personnel were 
specified each year. The only procedure identified was the Committee. 
Through the terms of reference of Ad Hoc Committees, a final report was 
expected. A series of such reports were presented in Spring, 1976. 

As evident from the mean of 1.1 for Item 3 in Table 7.1, linkage 
between the Senior Administration and the Committee was perceived to 
have existed "to a very great extent." 

In the aggregate, formalization of linkages among the parties 
involved, as represented by the 2.1 aggregate score of the foregoing 


items, was perceived by respondents to have existed "to a great extent." 


Reciprocity 


Andrews (1978:8) defines reciprocity as "the relative contribu- 
tion of various parties in the relationship." 

As indicated by the mean of 2.7 for Item 2 of Table 7.1, the 
terms of reference for the Committee were perceived "to some extent" to 
have been arrived at cooperatively by the Committee members and Senior 


Administration. 
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Intensity 


Intensity is the resource investment, both human and material, 
that an organization has to make in order that the intraorganizational 
relationship between selected parts be viable. Four items in the 
questionnaire addressed different aspects of intensity. The human 
investment was defined in terms of meeting time committed by the various 
parties. Items 4, 5 and 7 were used to measure the amount of involve- 
ment demanded respectively on the part of Committee members, on the part 
of Senior Administration (or Faculty Council) in conjunction with the 
Committee, and on the part of other members of Faculty in conjunction 
with members of the Committee. Item 9 addressed the extent to which 
the Committee was provided with resources such as funds, materials, 
equipment, release time, and/or facilities. 

As indicated by the mean of 2.1 for Item 4 in Table 7.1, the 
members of the Committee agreed that they met "to a great extent" from 
the time the Committee was founded until it was dissolved. The mean 
of 3.3 for Item 5 in Table 7.1 suggests that, on the average, the members 
of the Committee were perceived as having met with Senior Administration 
(or FEC) "to some extent." However, the standard deviation of 1.4 
indicates that the perceptions of respondents differed on this irene 
The mean of 3.0 on Item 7 suggests that the Committee and Faculty-at- 
large communication was perceived as having occurred "to some extent" 
although the perceptions of respondents differed on this item as suggested 
by the standard deviation of 1.0. As evidenced by the mean of 2.1 for 
Item 9 in Table 7.1, the material resources to carry out the Committee 


tasks were perceived to have been sufficient "to a great extent." However, 
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the standard deviation of 1.0 on this item indicates a variation in 
perceptions regarding the sufficiency of the resources supplied to 
the Committee. 

The aggregate score for the intensity of linkages among the 
parties involved was obtained by aggregating the scores of the foregoing 
items. The aggregated score of 2.6 on this variable indicates that the 
intensity of resource investment was perceived ‘by respondents to have 


existed "to a great extent." 


Positive Consensus 

Benson (1975:235) defines positive consensus as: 

. . . the agreement among participants in organizations 
regarding the nature of the tasks confronted by the organiza- 
tions and the value of and appropriateness of the approaches 
to those tasks. 

As indicated by the mean of 2.7 and standard deviation of 0.8 

for Item 10 in Table 7.1, the Committee members appeared to agree that 


the Faculty-at-large considered the task of the Committee to be worth- 


while "to some extent." 


Functionality-over-time 


Functionality-over-time refers, in the present study, to the 
extent to which organizational linkages remain functional over the 
period of time during which the Faculty and the Committee were related. 

As indicated by the mean of 2.9 for Item 11 in Table 7.1, the 
Committee members perceived the relationships between the Faculty and 
Committee to have remained active and functional "to some extent" 
throughout the life of the Committee. However, the responses to this 
item varied widely from "to a great extent" to "to a very small extent 
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Linkage Effectiveness 


Linkage effectiveness is a generalized assessment of the effective- 
ness of the linkages among the Committee, Senior Administration ae 
Faculty-at-large. 

The linkage effectiveness variable was measured using two items. 
Item 6 of the questionnaire measured the extent to which liaison 
relationships between the Senior Administration and the Committee were 
perceived to be effective. Item 8 of the questionnaire assessed the 
extent to which the liaison relationships between the Faculty-at-large 
and the Committee were perceived to be effective. The scores of the 
two items were then aggregated to provide an aggregate score for this 
variable. 

As indicated by the mean of 1.9 for Item 6 in Table 7.1, the 
liaison perat orctice between the Senior Administration and the Ccmmittee 
were perceived by Committee members to be effective "to a great extent." 

As evidenced by the mean of 2.7 for Item 8 in Table 7.1, the 
liaison relationships between the Faculty-at-large and the Committee 
were perceived by Committee members to be effective "to some extent." 
The standard deviation of 1.4 would seem to indicate lack of agreement 
among the respondents' perceptions. 

In the aggregate, effectiveness of linkages, as represented by 
the 2.3 aggregated score, was perceived by respondents to exist "to a 


great extent." 
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Discussion of Linkage Activities 


Formalization. The aggregate score for the formalization 
variable was a mean of 2.1 which indicates that formalization existed 
tone great extent." The responses from the questionnaire and the 
subsequent interviews with Committee members suggest that the linkage 
between Senior Administration and the Committee may account, in large 
ees for the perceived score for formalization. The linkage 
between Senior Administration and the Committee was established, at 
least in part, by having one person serve in two roles: Associate 
Dean (Senior Administration), and chairman of the Committee. Written 
terms of reference appeared to be less critical than the Senior 
Administration-Committee relationship in terms of creating a "high" 
formalization score. In fact, one respondent noted that while written 
terms of reference existed "to some extent," the understood terms of 
reference also were clearly recognized. The suggestion was that a strong 
informal milieu existed which affected the Cooperative Studies Project's 
directions and "terms of reference." No further explanation of this 
comment could be obtained by the researcher. Thus, in summary, 
formalization existed "to a great extent" and was dependent, in large 
Measure, on a very extensive (very high) relationship between the 


Senior Administration and the Committee rather than on any written 


terms of reference. 


Reciprocity. The score for the reciprocity variable was a mean 
of 2.7 which indicates that reciprocity existed "to some extent." This 


indicates that "to some extent" the terms of reference of the Committee 
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were perceived as having been arrived at cooperatively by the Committee 
members and the Senior Administration. In part, the cooperative 
definition of terms of reference may derive from having the Associate 
Dean as chairman of the Committee. With the Associate Dean as chairman 
of the Committee, constant and cooperative definition and redefinition 


of the terms of reference was possible as part of the Committee process. 


Intensity. The aggregate score for the intensity variable was 
a mean of 2.6 which indicates that intensity existed "to a great extent." 
The Spears from the questionnaire and the subsequent interviews with 
Committee members indicated that, in terms of human investment, a 
considerable investment of staff time was committed to the Committee's 
work. The Committee itself met two to four times a month for a period 
of one or two hours. The necessity of meeting with Senior Administration 
was not evident since the Associate Dean was chairman of the Committee. 
Some meetings were held with departments for the purpose of discussing 
various policy perspectives of the CS Committee. Other Faculty members 
were involved occasionally in the evaluation of student learning 
experiences. As well as the considerable investment of staff time, 
the material resources to carry out the Committee task were perceived 
to have been sufficient "to a great extent." One respondent qualified 
the nature of the material resources by stating that “There was no 
release time--but lots of money." Thus, in summary, intensity existed 
"to a great extent" and probably was derivative of an intensive invest- 
ment of time by participating members, and extensive material resources-- 


particularly money. 
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Positive consensus. The score for the positive consensus 
variable was a mean of 2.7 which indicates that positive consensus 
existed "to some extent." This means that "to some extent" the Faculty- 
at-large considered that what the Committee was trying to achieve was 
worthwhile. One respondent summarized the range of views by stating 
that: 

. . . Some saw it (Cooperative Studies) as a vital ingredient 

in looking at alternative means of coping with teacher education. 
As such it was important to some. And it met with resistance 
from others . . . (who) say that there is already enough Field 
Experience. 


In general, positive consensus existed although there was not whole- 


hearted or unanimous support for the work the Committee was doing. 


Functionality-over-time. The score for the functionality-over- 
time variable was a mean of 2.9 which indicates that functionality- 
over-time existed "to some extent." The explanation for this moderate 
score may be related, in the judgment of the researcher, to the intensity 
variable and particularly to the level of human investment in the 


Committee. 


Linkage effectiveness. The aggregate Score for the linkage 
effectiveness variable was a mean of 2.3 which indicates that linkage 
effectiveness existed "to a great extent." The linkages of the Committee 
with Senior Administration were viewed as most effective when compared 
to the linkages with Faculty. In fact, there was a wide variation of 
perception regarding the effectiveness of linkages with the Faculty. 
Thus, in summary, linkage effectiveness existed "to a great extent" and 
this linkage effectiveness score was dependent, in large measure, on 


the effectiveness of the Committee-Senior Administration linkages. 
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Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood that linkage effectiveness will be high 
if formalization, reciprocity, intensity, positive consensus and 
functionality-over-time are high than if formalization, reciprocity, 
intensity, positive consensus and functionality-over-time are low. 
Extrapolation from this generalization suggests that the lower the 
levels of formalization, reciprocity, intensity, positive consensus 
and functionality-over-time, the lower the level of linkage effectiveness 
is jee be. 

If the scores for each variable are aggregated, with the 
exception of the linkage effectiveness variable, a composite score of 
2.6 as noted in Table 7.1 is achieved. The linkage effectiveness score 
is 2.3. These two scores fall within the ame range on the general 
response scale used in this study. The composite variable score could 
be considered above average while the linkage effectiveness score also 
would be above average. Thus, the concept developed from the review 
of the literature regarding linkage activities, that above average 
levels for the composite linkage activities variables should compare to 
above average levels of linkage effectiveness, would appear to be 


substantiated. 
COMMITTEE PROCESSES 


This section of the chapter examines the various processes 
which operated within the Committee and the effectiveness of those 


Committee processes. The findings are presented under the headings 
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of task demands, processes, resources, productivity, and Committee 
Process Effectiveness. Table 7.2 contains data pertaining to these 


variables. A further sub-section discusses the committee processes. 


Task Demands 

Steiner (1972:7) states that task demands involve the require- 
ments of the task and the rules under which the task must be performed. 
The task demands variable was measured using four items. Item 12 of 
the questionnaire measured the extent to which the Committee task was 
complex. Item 13 of the questionnaire assessed the extent = which 
Committee members redefined the goal of the Committee. Item 14 of the 
questionnaire measured the extent to which Committee members were 
committed to completion of the task within specific timelines. Item 
16 of the questionnaire assessed the extent to which Committee members 
perceived themselves to have been detached from the Faculty to accomplish 
the defined task. 

As evidenced by the mean of 1.9 for Item 12 in Table 7.2, the 
respondents perceived the task of the Committee to be complex "to a 
great extent." As indicated by the mean of 2.0 for Item 13 in Table 
7.2, the respondents reported that they were involved in clarifying 
Committee guidelines "to a great extent." The mean of 1.9 for Item 14 
in Table 7.2 indicates that the respondents perceived themselves to 
have been committed "to a great extent" to task completion within the 
designated timelines. The mean of 4.1 for Item 16 in Table 7.2 indicates 
that Committee members perceived themselves to have been separated or 
detached "to a small extent” from other members of the Faculty to 


accomplish the assigned task. However, as the standard deviation of 1.2 
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indicates, the perceptions of respondents differed considerably on this 
item. 

In the aggregate, task demands, as represented by the 2.5 
aggregate variable score, were perceived by respondents to have existed 


"to a great extent." 


Processes 

Steiner (1972:8) states that process is "actions by which people 
transform their resources into a product." The process variable was 
measured using four items. Item 15 of the questionnaire measured the 
extent to which the Committee members exerted themselves to accomplish 
the task. Item 17 of the questionnaire assessed the extent to which 
well-defined procedures were established for the Committee. Item 18 
of the questionnaire measured the extent to which equality of leadership 
existed within the Committee. Item 19 of the questionnaire assessed the 
extent to which decision-making was participative within the Committee. 

The mean of 2.1 for Item 15 in Table 7.2 indicates that the 
members of the Committee were perceived to have exerted themselves 
"to a great extent" to accomplish the assigned task. As evidenced by 
the mean of 2.9 for Item 17 in Table 7.2, the respondents perceived 
well-defined procedures to have been established for the operation of 
the Committee "to some extent." The mean of 2.4 for Item 18 in Table 
7.2 indicates that, even though formal leadership in the Committee was 
created, "to a great extent" different leaders were perceived to have 
emerged, depending upon the conditions within the Committee. However, 
the perceptions of respondents seemed to differ considerably on this 


item as evidenced in their responses which ranged from "to a very great 
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extent" to "to a small extent." As indicated by the mean Ofe 1 a lor 
Item 19 in Table 7.2, the respondents perceived that "to a very great 
extent" decision-making within the Committee was participative in nature. 
The aggregate score of 2.2 on this variable indicates that the 
processes of the Committee were perceived by the respondents to have 


been facilitative "to a great extent.” 


Resources 

Hopkirk (1977:30) defines resources as "the knowledge, abilities 
and tools possessed by group members and the distribution of these 
entities within the group." The resource variable was Measured using 
one item with five parts. The item was used to measure the primary 
reason for the selection of members of the Committee. Item 22a of the 
questionnaire measured the extent to which members were selected for 
their previous Committee experience; 22b assessed the extent to which 
members were selected for their expertise in the designated task area; 
22c measured the extent to which members were selected for their avail- 
ability; 22d assessed the extent to which members were selected for 
their expressed interest in the designated task area; and 22e measured 
the extent to which members were selected for their representativeness 
of particular groups. 

As evidenced by the mean of 2.7 for Item 22 a in Table 7.2, the 
respondents indicated that "about half" of the Committee members were 
selected for their previous Committee experience. However, the percep- 
tions of respondents differed considerably on this item as indicated 
by the standard deviation of 1.4. The mean of 2.8 for Item 22b in 


Table 7.2 indicates that "about half" of the members were perceived to 
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have been selected for their expertise in the designated task area. 

Once again, perceptions of respondents varied widely from a PL weco 1 sSOme. 
and no response. The mean of 2.2 for Item 22c in Table 7.2 indicates 
that "most" of the members were perceived by respondents to have been 
selected for their availability. However, as the 1.6 standard deviation 
would indicate, the perceptions of respondents differed widely on this 
item. The mean of 1.6 for Item 22d in Table 7.2 indicates that "all" 

of the members were perceived to have been selected for their expressed 
interest in the designated task area. The mean of 3.3 for Item 22e 

in Table 7.2 indicates that "about half" of the members were perceived 
by respondents to have been selected for their representativeness of 
particular groups. The perceptions of respondents once again differed 
widely trom “ali” to “none.” 

Physical resources such as funds, materials, equipment, release 
time and/or facilities were previously described (Item 9) as having 
existed "to a great extent" as part of the intensity linkage variable. 

The aggregate score of 2.5 on this variable indicates that the 
resources of the Committee as perceived by Committee members might be 


described as being slightly more than adequate. 


Productivity 


Hopkirk (1977:93) defines productivity as "the actual outcomes 
which resulted from task demands, resources and process." Two major 
products may be identified: a final report or "action decisions," and 
member recognition or satisfaction. The productivity variable was 
measured using two items. Item 20 of the questionnaire measured the 


extent to which recommendations were produced by the Committee. Item 
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23 of the questionnaire assessed how many of the Committee members 
received recognition for their work. 

As evidenced by the mean of 1.4 for Item 20 in Table 7.2, the 
respondents perceived that recommendations were produced by the Committee 
"to a very great extent." The mean of 4.0 for Item 23 ins Table 7.22 
indicates that the respondents perceived that "some" of the Committee 
members received recognition and ei biliee for their work. However, 
the perceptions of respondents differed considerably on this item as 
the standard deviation of 1.4 would indicate. 

In the aggregate, productivity, as represented by the PREF 
aggregate variable Be ee of the two productivity items, was perceived 


by respondents to have existed "to some extent." 


Committee Process Effectiveness 

Committee Process Effectiveness is a generalized assessment of 
the actual outcomes of the processes of the Committee. 

As indicated by the mean of 1.6 for Item 21 in Table 7.2, the 
processes of the Committee were perceived to have been effective "to 


a very great extent." 
Discussion of Process Activities 


Task demands. The aggregate score for the task demands variable 
was 2.5 which indicates that the task demands existed "to a great extent." 
The task demands could be said to have been well-defined. The respon- 
dents, who were members of the Committee, deviated little from one 
another in their perspective of the task demands with the exception of 


Item 16 which examined the extent to which Committee members were detached 
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from the Faculty to accomplish their task. The members of the Committee 
were involved in clarifying goals and redefining them in a complex task. 


They were committed to the timelines of the Committee. 


Processes. The aggregate score for the processes variable was 
a mean of 2.2 which indicates that processes were perceived to have 
existed and been facilitative "to a great extent.” In particular, the 
Committee members exhibited high levels of involvement in the Committee 
tasks, as exhibited by high energy levels, and participation in leader- 


ship and decision-making. Equality in decision-making was perceived to 


be particularly high. A number of respondents noted that the high degree 


of involvement of Committee members occasionally .led to intense discussions 


within the Committee as a result of conflicting educational values and 
personal factors. To a lesser extent well-defined procedures existed 
and, in interviews, were determined to have been structured but also 


somewhat flexible. 


Resources. The aggregate score for the resources variable was 
2.5 which indicates that the resources of the Committee as perceived by 
respondents might be described as being slightly more than adequate. 
The respondents perceived that "all" members of the Committee were 
selected for their expressed interest in the designated task area. 
"Most" were selected for their availability, although the perceptions 


of respondents differed considerably on this latter item. "About Nadie 


were perceived to have been selected for "previous Committee experiences," 


"expertise in the designated task area," or "representativeness of 


particular groups." However, the perceptions of respondents differed 
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considerably on these latter items. In general, the major reason for 
selection to the Committee was expressed interest on the part of the 


staff member. 


Productivity. The aggregate score for the productivity variable 
was 2.7 which indicates that productivity was perceived to have existed 
"to some extent." There was a major division between the two measures 
of productivity. The respondents perceived that "to a very great extent” 
action decisions were produced by the Committee. As one respondent 
noted, the major project of the Committee was: 

ove Fire students themselves and the fact that they were 

processed through an alternative mode, and the quality of the 

work the students produced for the credits granted. 
The same respondent noted that a secondary product was “getting legis- 
lation through to and approved by FEC--of developing policy." As well, 
the respondents perceived that "some" of the Committee members received 
recognition and visibility for their work. However, as indicated from 
questionnaire responses, the perceptions of respondents varied considerably 
on this point. One respondent stated: 

. . . If people are credible, a job will be done. The question 

arises as to whether people are visible first and get appointed 
to committees, or vice-versa--or both. 

. . . No one knew how much time and work was entailed. 

Thus, in summary, although the Committee was somewhat productive, its 
major productivity success was in the production of action decisions, 


not in the development of satisfaction or recognition for Committee 


members. 
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Committee process effectiveness. The score for Committee Process 


Effectiveness was a mean of 1.6 which indicates that the process effective- 


ness existed "to a very great extent." There was little deviation among 


respondents regarding this perception. 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood that Committee Process Effectiveness 
will be high if the ratings of task demands, processes, resources and 
productivity are high than if the ratings of task demands, processes, 
resources and productivity are low. Extrapolation from this generaliza- 
tion suggests that the lower the levels of task demands, processes, 
resources and productivity, the lower the levei of process effectiveness 
is likely to be. 

If the scores for each variable are aggregated, with the 
exception of the Committee Process Effectiveness variable, a composite 
score of 2.5 as noted in Table 7.2 is achieved. The composite Committee 
Process Effectiveness score is 1.6 as noted in Table 7.2. The Committee 
Process Effectiveness score of 1.6 could be considered as much above 
yeraqe and the process variables composite score of 2.5 could be 
considered above average. Thus, the concept developed within the review 
of the literature regarding Committee processes would appear not to be 
substantiated in this Committee: above average levels for the composite 
process variables do not compare to above average levels of Committee 


Process Effectiveness. 
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IMPLEMENTATION 


This section of the chapter examines the actual use made within 
the Faculty-at-large of Committee decisions-and recommendations, and 
factors which may have affected the actual use of the decisions and 
recommendations. As well, the effectiveness of the Ome venent ation of 
the recommendations is examined. The findings are presented under the 
headings of implementation strategies, project characteristics, 
institutional setting and implementation effectiveness. Table 7.2 
contains data pertaining to these variables. A further sub-section 


discusses the implementation activities. 


Implementation Strategy 


An implementation strategy refers to the choices made by 
decision-makers about how to use "action decisions." The implementation 
strategy variable was measured using six items. Items 24 and 25 of 
the questionnaire measured the extent to which the Committee assessed 
respectively the political and economic feasibility of implementing its 
recommendations. Item 26 of the questionnaire assessed the extent to 
which the Committee developed alternative methods for implementing its 
recommendations. Item 27 of the questionnaire measured the extent to 
which members of the Faculty met to adapt the Committee's recommendations 
to the perceived needs of specific groups within Faculty. Items 28 and 
29 of the questionnaire assessed the extent to which members of the 
Facutly-at-large were provided respectively with means to acquaint 
themselves with Committee recommendations or to develop materials or 


aids to carry out some aspects of the recommendations of the Committee. 
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As evidenced by the mean of 2.1 for Item 24 of Table 7.3, the 


respondents perceived the Committee as having assessed the political 


feasibility of implementing recommendations "to a great extent." However, 


as the standard deviation of 1.3 indicates, the perceptions of respondents 


varied considerably on this item. The mean of 2.4 for Item 25 of Table 
7.3 indicates that the Committee members perceived themselves as having 
assessed the economic feasibility of implementing its recommendations 


"to a great extent." The perceptions of respondents varied on this item 


from "to a very great extent" to "to a small extent." As indicated by the 


mean of 3.3 for Item 26 of Table 7.3, the respondents perceived the 
Committee as having developed alternative methods for implementing its 
recommendations. The perceptions of the respondents regarding this item 
ranged widely from "to a very great extent" to "to a very small extent 
orenotrateal ls ‘The mean) Of i343 tor Ltems27e0t, Tables/.5 indicates 

that the Committee members perceived that the members of Faculty met 

"to some extent" to adapt the Committee recommendations to the perceived 
needs of specific groups within the Faculty. However, as the standard 
deviation of 1.3 would indicate, the perceptions of respondents varied 
considerably regarding this item. As evidenced by the mean of 4.7 for 
Item 28 of Table 7.3, members of the Faculty-at-large were perceived by 
Committee members to have been provided with the means to acquaint 
themselves with Committee action decisions "to a very small extent or 
not at all." As the standard deviation of 0.5 indicates, this is the 
only item in this section where the perceptions of respondents basically 
were in agreement. The mean of 4.1 for Item 29 of Table 7.3 indicates 


that the members of the Faculty-at-large were provided the means to 
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develop materials or aids "to a small extent" to carry out some aspects 
of the recommendations of the Committee. However, the perceptions of the 
respondents varied considerably from "to some extent" to "to a very small 
extent or not at all" on this item. 

In the aggregate, the mutual adaptation perspective to implemen- 
tation strategy, as represented by the aggregated variable score of 3.3, 


was perceived by respondents to have existed "to some extent." 


Project Characteristics 

Project characteristics refer to the substance and scope of the 
changes proposed by the Committee “action decisions." The project 
characteristics variable was measured using three items. Item 30 of 
the questionnaire measured the extent to which increased coordination 
was required within Faculty as a result of Committee recommendations. 
Item 31 of the questionnaire assessed the extent to which implementation 
of Committee recommendations required changes of Faculty regulations or 
procedures. Item 36 of the questionnaire assessed the need for behavior 
changes on the part of the Faculty as a result of the Committee's 
recommendations. 

As evidenced by the mean of 3.1 for Item 30 inetTables 7ssy, the 
recommendations of the Committee were perceived by Committee members 
to have generated a need for increased coordination within the Faculty- 
at-large. However, as the standard deviation of 1.2 indicates, the 
perceptions of respondents varied considerably regarding this item. 
The mean of 3.1 for Item 31 of Table 7.3 indicates that Committee members 
perceived that the implementation of the recommendations of the Committee 


required changes of Faculty regulations or procedures "to some extent." 
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As indicated by the mean of 4.3 for Item 36 of Table 7.3, the respondents 
perceived that changes in Faculty occurred for "none." 
In the aggregate, the project characteristics, as represented 
by the aggregate variable score of 3.5, were perceived by respondents 
to have affected the implementation of CS Committee action decisioris 


"tO ausmalimextent. | 


Institutional Setting 

Institutional setting refers to the extent of receptivity or 
hostility of the members of the institution to ne recommendations of 
the Committee. The institutional setting variable was measured using 
one item with six parts. Item 35a of the questionnaire measured the 
receptivity of the Senior Administration to Committee recommendations 
as perceived by Committee members; 35b measured the receptivity of the 
academic staff; 35c measured the receptivity of the students; 35d measured 
the receptivity of the Teachers' Association; 35e measured the receptivity 
of the Trustees' Association; and 35f measured the receptivity of the 
Departments of Education and Advanced Education and Manpower as perceived 
by Committee members. 

As evidenced in the mean of 1.3 for Item 35a in Table 7.3, the 
respondents indicated that the Senior Administration were "very receptive" 
to the recommendations of the Committee. The mean of 1.9 for Item 35b 
in Table 7.3 indicates that the academic staff were perceived by the 
respondents to be "receptive" to the Committee recommendations. As 
indicated by the mean of 1.6 for Item 35c in Table 7.3, the students 
were thought to be "very receptive" to the recommendations of the 


Committee. The mean of 2.6 for Item 35d of Table 7.3 indicates that the 
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Teachers' Association was viewed by the respondents to be "receptive" 
to the recommendations of the Committee. As evidenced by the mean of 
3.0 for Item 35e in Table 7.3, the Trustees' Association was seen by 
respondents to be "indifferent" to the recommendations of the Committee. 
The mean of 2.4 for Item 35f indicates that the respondents believed 
the Departments of Education to be "receptive" to the recommendations 
of the Committee. 

In the aggregate, the institutional setting, as represented 
by the 2.1 aggregate variable score, was perceived by respondents to 


have been "receptive" to the recommendations of the Committee. 


Implementation Effectiveness 


Implementation effectiveness is measured by the extent of 
adaptation of Committee recommendations, and the perceived success and 
continuation of Committee recommendations. The implementation effective- 
ness variable was measured using three items. Item 32 of the question- 
naire measured the extent to which the Committee recommendations were 
modified during the time of implementation. Item 33 of the questionnaire 
assessed the perceived success of implementation. Item S34h0f, the 
questionnaire measured the extent to which the recommendations of the 
Committee have been continued in Faculty. 

As evidenced by the mean of 3.1 for Item 32 in able 73, the 
Committee recommendations were perceived by respondents to have been 
modified "to some extent" during the time of implementation. The mean 
of 2.0 for Item 33 in Table 7.3 indicates that the recommendations of 
the Committee were perceived by respondents to have been implemented 


"to a great extent." However, the perceptions of respondents ranged 
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from "to a very great extent" to "to a small extent." The mean of 2.3 
for Item 34 in Table 7.3 indicates that the results of Committee recom- 
Mendations were perceived by respondents to have been continued "to a 
great extent." Once again, however, the perceptions of respondents varied 
somewhat, as indicated by the standard deviation of 12108 

In the aggregate, implementation effectiveness, as represented 
by the 2.5 aggregate variable score for the implementation effectiveness 
items, was ee respondents to have existed "to a great extent." 
Discussion of Implementation 

Activities 

Implementation strategy. The aggregate score for the implementa- 
tion strategy variable was 3.3 which indicates that "to some extent” 
the implementation was perceived to have been characterized by a mutual 
adaptation perspective to implementation. However, no clear cut 
picture of implementation strategy emerges from the data regarding this 
Committee. The only item in this section on which respondents agreed 
was regarding the extent to which Faculty received any inservicing to 
acquaint them with the Committee's action decisions. The Faculty 
received very little or no staff inservicing on the recommendations of 
the Committee. Respondents' perceptions varied somewhat with reference 
to the extent to which the Committee considered the political and 
economic feasibility of implementing its recommendations, the extent 
to which Committee members developed alternative methods for implementing 
its action decisions, and the extent to which the Faculty met to adapt 
Committee recommendations to needs of specific groups in the Faculty. 


These variations of perceptions may derive from two sources. First of 
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all, many respondents considered one of the dual tasks of the Committee 
to be paramount. Many respondents, in the interviews, noted that student 
evaluation was the primary task of the Committee. As such, some 
Committee members perceived little need to consider extensively such 
things as the political or economic ramifications of their decisions 
regarding student evaluation. Their responses on the items were low. 
Other respondents, who considered the implementation of the "directions 
and guidelines for the development of the Project within Education" as 
the paramount task of the Committee, responded with higher scores for the 
items. Secondly, one respondent suggested that some of the Faculty and 
Committee members had such a commitment to the mainstream program of the 
Faculty that there was no time for "marginal projects" and, as such, imple- 
mentation strategies were not critical to either the Faculty. or Committee 
members. _The view of this respondent was stated as follows: 
. . . The questionnaire doesn't deal with the hidden agendas, 

the ongoing commitment of the Faculty to the mainstream program 

and the fact that the Faculty is working flat out on that. 

There is no time for anything else--for marginal projects. Also 

we had money to spend--so spend it. Also, our executive officer 

was available for other chores in Faculty and thus relieve the 

members of Faculty. 
In general, no clearcut picture of implementation strategy arises from 
this Committee. Part of the confusion arises from the dual task of the 
Committee wherein virtually no consideration of the impact of the 


Committee's action decisions was required for its perceived major task-- 


the evaluation of Project students. 


Project characteristics. The aggregate score of the project 
characteristics variable was a mean of 3.5 which indicates that "to a 


small extent" the implementation was viewed as having been affected by 
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the substance and scope of the changes proposed by the Committee action 
decisions. The respondents agreed that “to some extent" the implemen- 
tation of Committee actions required changes of Faculty reguiations or 
procedures. They also agreed that only some of the Faculty members 

were required to change their behavior. However, respondents varied 
considerably in their views regarding the need for increased coordination 
within Faculty as a result of Committee action decisions. In general, 


the project characteristics affected implementation "to a small extent." 


Institutional setting. The aggregate score for the institutional 
setting variable was a mean of 2.1 which indicates that the institutional 
setting was perceived to be "receptive" to the action decisions of the 
CS Committee. In particular, Senior Administration and students were 
viewed as "very receptive" and while the academic staff, Teachers’ 


Association and Departments of Education were "receptive." The Trustees’ 


Association was perceived as "indifferent." Thus, in general, a receptive 


institutional setting was perceived to exist. 


Implementation effectiveness. The aggregate score for implemen- 
tation effectiveness was 2.5 which indicates that implementation 
effectiveness existed "to a great extent." However, some differences 
in perception can be discerned regarding the effectiveness of the 
implementation. The respondents agreed that the mutual adaptation 
perspective implementation existed because the Project's action decisions, 
in terms of policies and directions, were adapted during the period of 
implementation. The CS Committee has become a standing committee, rather 


than an ad hoc committee, to oversee specified field learning experiences 
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of some students. FEC has approved a name change "to bring it more into 
line with Arts and Science policy." As one respondent stated: 

h). % In effect there will be one (CS) center for the 

University, and the Education Committee reviews applications 
Made to that center by persons seeking credit in Education. 
So the service function is taken care of by a central agency 
"as it was in the beginning." It has come full cycle. The 
Arts and Science program has become adapted to Education and 
vice-versa. 
As well, in the view of the researcher who was a participant observer 
in the CS Committee and field officer for the Project supervised by the 
Committee, the organizational structures of the Project have been 
modified, as outlined above, but the basic contractual process between 
a student and the University remains the same. The CS Committee's action 
decisions have been modified, but continued. There have been "multiplier 
effects" which, in conjunction with other events at the University such 
as the development of a Department of Management Arts, have created 
some attitudinal changes, or capitalized on latent attitudes within the 
Faculties. 

The action decisions of the Committee were perceived by respon- 
dents to have been implemented "to a great extent." However, the 
perceptions of respondents differed somewhat on this item. One respondent 
noted: 

. . . Any failure of (the Project) was related to the "grand 

design"; (the Project) was reduced in magnitude . .. (and) has 
been put into the perspective of the total institutional concern. 

The changes which were the results of the Committee action 
decisions were perceived to have been continued "to a great extent." 


Once again, however, the perceptions of respondents differed somewhat 


on this item. Differences in response on this item may reflect differences 


Wet ’ 


7 a : Ay 


ae “ben een 
i. fr ‘hawks 


mt 


o 


it i 


er : 


p “ Le eee ee 
new ped in 


sar cnn aa 


re re 


At 
H ie 
; seh “cy gad 
elena Leave 9 
ed on Na pers 
of k g2soneh @ ¥ f pty 7% 
\ sR N 
‘7: eloge, eoue Te dee aot Se we i 
gga pre i pF he * we ee a Are §3 a aS Hed f 
1 Phas “a " Mie nn — t ¢ nat 
| , uv / : / I : 1 
f i thie isttes Hh eal “the ata i eae 2 ime wie 
ve oe ie r et i 7 > 
1s bwangue Jeagoxd pile = “sbegic bie v4 a a 23 aide eal 
Ay j i 7 i po oe 
bins 228(S. ear to e2% cn red sda a 7 Lhe 5 + ‘@ ie aes o 
D q 7” 
ah a“ er i j bh 1 fa } 5 
ha th ieee ieee oleae ens" sid eva aay i Ries tbe a 
; TeF +4 De | : 5 Line ‘ Ve ; 7 
t at uN | J a ; 
¢ 8 Ligne’) 8" arte omer wd By Least hei seliaatla si siti — 
pe a AR i a ' ny - 
te i. + ois Sg. 
are wieth | . Belson ged ate th. frou 22eG 8 “ennee * 
tS weal phaatrenieiaie 4 
hid oD oe VER ee: ; HE TYE ath Hees 
te ytbidewaydt) edt 2k esaeve Sao he avs genes bh £ aL " 
F et) ee 7 : a 
il as a Case te Tews ?) ne 
é; st , 22 @ aR EM > 0 sindieioeta x ‘9 amemotom oe 
Pein. a re i ft Day 7 
(9 eee Lap | tabee dS ko oan ha sper ta, amet fo a isis © 
| 7 
ry : a - i ; \ TM - ie a 
i} aa ue y L GPa hy - 
| Wal iy naar ost we 
jee) Yo rev rar ne 23 Hina elit ho ecaieteeh nak ne tiie) 
. i | ie Py ites) slaoal il here aio . 
a2  nyruwie "a ; sive RESO 9 Y Beem okt " q onl 165 
e an Mew Baty roy ; 
1 “ a } : ; 
' me ; ; ; - 5 s +} vas My 
dcxpaues gat), sero! oder ae Padwenwe aera o jusbvicrie aia roLIqe 
*\ ’ r mh i iam Vee as oo 4 
7 Pion ne ie! hhh <i 
Ds) Co a i 
; } se 1 = t 7 i : 
t ie | ni haan oF mi vi : ' ; 
; ae : & 
pita" wits abe sh Nair tae teal aan me wet g 


‘tenn Segue teeters a 


einad pa giana si lesb | ae sascha 


D oF 
nee 


of views as to what constitutes continuation--continued structure or 
continued process of the Project. 
In general, the implementation of CS Committee action decisions 


has been successful "to a great extent." 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
“study, there is more likelihood that implementation effectiveness will 
be high if the mutual adaptation perspective to implementation and 
ee ore) setting are rated high and the project characteristics 
are rated low than if the mutual adaptation perspectives to implementa- 
tion and institutional setting are rated low and the project character- 
istics are rated high. 

If the scores for each variable are aggregated, with the 
exception of the measures of Implementation Effectiveness variable, 

a composite score of 2.9 as noted in Table 7.3 is achieved. The 
measures of Implementation Effectiveness score is 2.5 as noted in 
Table 7.3. The two scores fall within adjacent ranges on the general 
response scale used in the study. The composite score could be 
considered to be average while the implementation effectiveness score 
would be considered to be slightly above average. Thus the concept 
developed from the review of the literature regarding implementation, 
that average levels for the composite implementation variable score 
would compare to average levels of implementation effectiveness, would 
appear not to be substantiated. 

The anticipated directions of variables within the composite 


score were substantiated. A review of the literature suggested that, in 
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relative terms, the implementation strategy score and institutional 
setting score should be higher than the project characteristics score. 


These directions were confirmed. 
EFFECTIVENESS 


This section of the chapter examines the overall effectiveness 
of the CS Committee. The overall effectiveness rating was computed 
from the aggregated ratings of the preceding linkage activities, 
Committee processes, and implementation ratings. Table 7.4 contains 
data relating to this variable. 

As indicated by the linkage effectiveness score of 2.3 in Table 
7.4, the linkage activities of the CS Committee were perceived to be 
effective "to a great extent." The Committee processes effectiveness 
score of 1.6 in Table 7.4 indicates that the processes of the Committee 
were perceived to have been effective "to a very great extent." The 
implementation effectiveness score of 2.5 in Table 7.4 is evidence that 
implementation was perceived to have been effective "to a great extent." 
As evidenced by the score of 2.1 in Table 7.4, the overall effectiveness 


of the CS Committee was perceived to exist "to a great extent." 
SUMMARY 


The mission of the CS Committee was "to provide directions and 
guidelines for the development of the Project within Education, and to 
evaluate student field learning experiences." A summary of the findings 
regarding the effectiveness of the Committee in accomplishing its tasks 


is displayed in Table 7.5 and presented descriptively in the following 


paragraphs. 
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Table 7.5 


Summary of the Findings Regarding the CS Committee* 


a __________________—_____ ae 


Concept 
Substantiated or 


Unsubstantiated 


ee 


Substantiated 


Within 


same 
range 


Not 


Unsubstantiated 


within 


same 
range 


Not 
within 
same 
range 


to a great extent 


Aggregate 
Score for Composite 
Variable Variable Score 

LINKAGE VARIABLES 
Formalization Phe 
Reciprocity Qe hess) 
Intensity DoS 
Positive Consensus Dei 
Functionality-over-time Bo) 

General Linkage Effectiveness Pa 
PROCESS VARIABLES 
Task Demands Plies 
Processes Dao B 25 
Resources: Personnel Pies) 
Product Zi, 

General Process Effectiveness Ibo 
IMPLEMENTATION VARIABLES 
‘Implementation Strategy zy} 2.9 
Project Characteristics 325 
Institutional Setting 2 ats 

General Implementation Effectiveness 2a 
OVERALL EFFECTIVENESS 
Linkage Effectiveness 205 = 
Process Effectiveness 1.6 = to a very 


great extent 


Implementation Effectiveness Pap) 


Unsubstantiated 


to a great extent 


> _>]o———rwaom > 


*Scores: 1.0 to 1.8 = to a very great extent 
} Seton? s6e=eto algreat textent 
2.7 to 3.4 = to some extent 
3.5 to: 4..2= \towa semallrextent 
VISE ley S\N) 


= to a very small extent or not at all. 
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A number of linkages between the Committee and Senior Adminis- 
tration, and the Committee and Faculty-at-large were examined in order 
to determine Phe baxeene to which the linkages had been effective, and 
the extent to which the first level of effectiveness of the conceptual 
framework (Ey of Figure 2.1) had been achieved. Five variables were 
examined to determine the extent to which they existed as part of the 
linkage dimension of the temporary adaptive system as conceptualized. 


Formalization was perceived by respondents to have existed “to a great 


extent." Reciprocity existed "to some extent." Intensity existed "to 
a great extent." Positive consensus existed "to some extent." 
Functionality-over-time existed "to some extent." In the aggregate, 


linkage effectiveness was perceived by respondents to have existed "to 

a great extent." In general, the concept regarding the linkage acti ities 
pertinent to the effectiveness of temporary adaptive systems, namely that 
above average levels for the composite linkage activities variables 

should compare to above average levels of linkage effectiveness, would 
appear to be substantiated. 

Four variables were examined in the next section of the chapter 
in order to determine the extent to which the Committee processes had 
been effective, and the extent to which the second level of effectiveness 
of the conceptual framework (E, of Figure 2.1) had been achieved. Well- 
defined task demands, facilitative processes, and adequate resources 
were perceived by respondents to have existed "to a great extent." 
Productivity was perceived by respondents to have existed "to some 
extent." In addition, one respondent stated that "If people are credible, 


a job will be done." This view may be included as part of a "personal 
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factor" variable as discussed in previous chapters. In the aggregate, 
processes of the Committee were perceived to be effective “to a very 
great extent." In general, the concept developed within the review of 
the literature regarding Committee processes would appear not to be 

. substantiated in this Committee: above average levels for the composite 
process variables do not compare to above average levels of Committee 
Process Effectiveness. 

Three variables were examined in the implementation section of 
the chapter in order to determine uke extent to which effective implemen- 
tation as laid out in the conceptual framework (E, of Figure 2.1) had 
been achieved. The mutual adaptation perspective to implementation 
existed "to some extent"; the project characteristics affected the 
implementation of CS Committee recommendations "to a small extent"; 
and the institutional setting was "receptive." In the aggregate, effective 
implementation was perceived to exist "to a great extent." In general, 
the concept developed within the literature regarding implementation, 
that average levels for the composite implementation variable score 
would compare to average levels of implementation effectiveness, would 
appear to be unsubstantiated. However, the anticipated directions of 
variables within the composite score were substantiated. The implemen- 
tation strategy score and institutional setting score were higher than 
the project characteristics score. 

In terms of the conceptual framework concerning the effectiveness 
of temporary adaptive systems (Figure 2.1), the CS Committee achieved 
effectiveness on the three possible levels: linkage effectiveness "to 
a great extent"; process effectiveness "to a very great extent"; and 


implementation effectiveness "to a great extent." 
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CHAPTER 8 


COMMUNICATIONS ASSESSMENT COMMITTEE 


The Committees in this study are described in the sequence in 
which the data were collected. Chapters 4 and 5 describe two Committees 
in the Faculty of Education at the University of Calgary; Chapters 6, 

7 and 8 describe three Committees in the Faculty of Education at the 
University of Lethbridge; and Chapters 9 and 10 describe Committees in 
the Faculty of Education at the University of Alberta. 

This chapter presents a descriptive analysis of the Communications 
Assessment Committee of the Faculty of Education at the University of 
Lethbridge. The chapter is divided into six major sections: background 
information on the Communications Assessment Committee, linkage activities, 
Committee processes, implementation, effectiveness, and a summary of 
the findings. 

Data contained in this chapter were collected from FEC minutes, 
and by means of questionnaires and interviews. Of the seven question- 
naires distributed, seven were returned, although only six were usable. 
One questionnaire was answered without proper attention to the written 
directions of the study and was judged unusable by the researcher. Of 
the seven respondents, five were interviewed. Mean scores and standard 
deviations were computed for each item in the questionnaire. Each 
item had five response categories. The mean scores for most items that 
fell within the range of: 

a) 1.0 and 1.8 were treated as representing the first response 


category of "to a very great extent"; 
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b) 1.9 and 2.6 were treated as representing the second response 
category of "to a great extent"; 
c) 2.7 and 3.4 were treated as representing the third response 
category of "ko some extent"; 
dad) 3.5 and 4.2 were treated as representing the fourth response 
category of "to a small extent"; and 
e) 4.3 and 5.0 were treated as representing the fifth response 
category of "to a very small extent or not at all." 
Where a variable was measured using more than one item, an aggregate 
score for the variable was computed by combining all the scores of the 
items and dividing by the number of respondents to achieve a mean score 


for the variable. 
BACKGROUND 


The Communications Assessment (CASS) Committee was a seven member 
committee established by the Faculty of Education Council (FEC) in the 
1975/76 academic term as a result of the Faculty's concern regarding 
written and oral communication skills of entry students. The CASS 
Committee reported to FEC in September, 1976. The five members of the 
Committee who were interviewed perceived the Committee to have been an 
"action" Committee, with secondary characteristics related to informa- 
tion processing. 

The purpose of the CASS Committee, as inferred from interview 
data, was to review and assess the University's actions in the assessment 
and remediation of student oral and written communication skills, and 
to provide guidelines to the Faculty of Education regarding programs 


and/or procedures to assess and, where necessary, remediate student oral 
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and written communications skills. In carrying out its purpose, the 
CASS Committee met a number of times and presented a set of recommenda- 
tions to FEC in September, 1976. At that time, as one respondent stated 
", . . part of the Committee continued to function as the people who 
applied (the recommendations) but, in addition... were acting in the 


role of the original Committee (on a continuous and simultaneous basis) ." 


LINKAGE ACTIVITIES 


This section of the chapter examines linkages between the CASS 
Committee and the Senior Administration, as well as between the CASS 
Committee and the Faculty-at-large. The effectiveness of the linkage 
activities of the CASS Committee also was examined. The findings are 
presented under the headings of formalization, reciprocity, intensity, 
positive consensus, and functionality-over-time. Table 8.1 contains 
data pertaining to these variables. A further sub-section discusses 


the linkage activities. 


Formalization 

Formalization is the degree to which the intraorganizational 
relationship is given official sanction by the parties involved. The 
formalization variable was measured using two items. Item 1 of the 
questionnaire measured the extent to which the relationship between the 
Faculty and the Committee was given official or formal sanction. Item 
3 of the questionnaire assessed the extent to which an intermediary 
coordinated the relations between the Senior Administration (or Faculty 
Council) and the Committee. The scores of the two items then were 


aggregated to provide an aggregate variable score. 
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As indicated by the mean of 3.5 foe the first item in Table 8.1, 
detailed written terms of reference were perceived on the average to 
exist for the Committee "to a small extent." The task was very generally 
formulated. The primary resources involved a flexible number of persons 
who, aS one respondent stated ". . . would float in and out as needed." 


The procedures were . loosely structured, almost informally 
structured." A set of recommendations was to be presented to FEC and 
were presented in September, 1976. 

As evident from the mean of 1.8 for Item 3 in Table 8.1, linkage 
between the Senior Administration and the Committee was perceived to 
have existed "to a very great extent." However, the perceptions of 
respondents ranged from "to a very great extent" to "to a small extent." 

In the aggregate, formalization of. linkages among the parties 


involved, as represented by the 2.7 aggregate score for the foregoing 


items, was perceived by respondents to have existed "to some extent." 


Reciprocity 


Andrews (1978:8) defines reciprocity as "the relative contribu- 
tion of various parties in the relationship." 

As indicated by the mean of 2.2 for Item 2 of Table 8.1, the 
terms of reference for the Committee were perceived "to a great extent" 
to have been arrived at cooperatively by the Committee members and Senior 


Administration. 


Intensity 


Intensity is the resource investment, both human and material, 


that an organization has to make in order that the intraorganizational 
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relationship between selected parts be viable. Four items in the question- 
naire addressed different aspects of intensity. The human investment 
was defined in terms of meeting time committed by the various parties. 
Items 4, 5 and 7 were used to measure the amount of involvement demanded 
respectively on the part of Committee members, on the part of Senior 
Administration (or Faculty Council) in conjunction with the Committee, 
and on the part of other members of Faculty in conjunction with members 
of the Committee. Item 9 assessed the extent to which the Committee was 
provided with resources such as funds, materials, equipment, release 
time and/or facilities. 

As indicated by the mean of 3.5 for Item 4 in Table 8.1, members 
of the Committee perceived that they met "to a small extent" from the 
time the Committee was founded until it was dissolved. The mean ore4.7 
for Item 5 in Table 8.1, concerning the extent-to which the Committee 
met with Senior Administration, indicates that the members perceived 
themselves as having met with Senior Administration (or FEC) "to a. 
very small extent or not at all." There was a somewhat "higher" average 
rating given in relation to the communication with the Faculty-at-large; 
the mean of 3.2 on Item 7 suggests that the Committee and Faculty-at-large 
communication was perceived as having occurred "to some extent." As 
evidenced by the mean of 3.8 for Item 9 in Table 8.1, the material 
resources to carry out the Committee tasks were perceived to have been 
sufficient "to a small extent." However, the standard deviation of 1.0 
on this item indicates a variation in perceptions regarding the sufficiency 


of the resources supplied to the Committee. 


The aggregate score of 3.8 on this variable indicates that the 
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intensity of resource investment was perceived by respondents to have 


existed "to a small extent." 


Positive Consensus 

Benson (1975:235) defines positive consensus as: 

. . . the agreement among participants in organizations 
regarding the nature of the tasks confronted by the organiza- 
tions and the value of and appropriateness of the approaches 
to those tasks. 

As indicated by the mean of 2.5 and standard deviation of 0.8 

for Item 10 in Table 8.1, the Committee members appeared to agree that 


the Faculty-at-large considered the task of the Committee to be worth- 


while "to a great extent." 


Functionality-over-time 
Functionality-over-time refers, in the present study, to the 
extent to which organizational linkages remain functional over the 
period of time during which the Faculty and the Committee were related. 
As indicated by the mean of 2.8 and standard deviation of 0.8 
for Item 1l in Table 8.1, the Committee members appeared to agree that 
the relationships between the Faculty and the Committee remained active 


and functional "to some extent" throughout the life of the Committee. 


Linkage Effectiveness 


Linkage effectiveness is a generalized assessment of the 
effectiveness of the linkages among the Committee, Senior Administration 
and Faculty-at-large. 

The linkage effectiveness variable was measured using two items. 
Item 6 of the questionnaire measured the extent to which liaison relation- 


ships between the Senior Administration and the Committee were perceived 
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to be effective. Item 8 of the questionnaire assessed the extent to 
which the liaison relationships between the Faculty-at-large and the 
Committee were peeesives to be effective. The scores of the two items 
were then aggregated to provide an aggregate variable score. 

As indicated by the mean of 2.5 for Item in Table 8.1, the 
liaison relationships between the Senior Administration and the Committee 
were perceived by Committee members to be effective "to a great extent." 
However, as the standard deviation of 1.4 would indicate, the percep- 
tions of respondents varied considerably regarding this item. 

As evidenced by the mean of 2.8 for Item 8 in Tablesssl, the 
liaison relationships between the Faculty-at-large and the Committee 
were perceived by Committee members to be effective "to some extent." 
The standard deviation of 0.8 would seem to indicate agreement among 
the respondents’ perceptions. 

In the aggregate, effectiveness of linkages, as represented by 
the 2.7 aggregate score for the two linkage effectiveness items, was 


perceived by respondents to exist "to some extent." 


Discussion of Linkage Activities 


Formalization. The aggregate score for the formalization 
variable was 2.7 which indicates that formalization existed "to some 
extent." The responses from the questionnaire suggest that the linkage 
between Senior Administration and the Committee may account, in large 
measure, for the perceived score for formalization in spite of the fact 
that the perceptions of respondents differed considerably on this item. 


Some of the differences of perception may result from the loosely 
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structured nature of the Committee. As one respondent noted, "Formal 
communication was not extensive; the informal network was always favor- 
able." Another respondent seated that on occasions the Dean or Associate 
Dean "sat in." Thus little "formal" linkage appears to have existed--or 
needed to exist. Written terms of reference appeared to be less critical 
than the Senior Administration-Committee relationship in terms of 
creating a "high" formalization score. In fact, no written terms of 
reference could be found yet those interviewed appeared to have a know- 
ledge of what the Committee had tried to do. Thus, in summary, form- 
alization existed "to some extent" and the average formalization score 
apparently was dependent, in large measure, on a very extensive (very 
high) relationship between the Senior Administration and the Committee 

on a largely informal basis, rather than on any written terms of 


reference. 


Reciprocity. The score for the reciprocity variable was a mean 
of 2.2 which indicates that reciprocity existed "to a great extent." 
This means that "to a great extent" the terms of reference of the 
Committee were perceived as having been arrived at cooperatively by 
the Committee members and the Senior Administration. Interviews which 
were held with Committee members subsequent to their completion of the 
questionnaire indicated that the purpose of the Committee and its method 
of operation largely was inferred, and evolved with the passing of the 
time allocated for it to accomplish something. As well, the reciprocity 


variable appears to have evolved as the Committee evolved. 
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Intensity. The aggregate score for the intensity variable was 
a mean of 3.8 which indicates that intensity existed "to a small extent." 
The members met "to some extent" from the time the Committee was formed 
until it was dissolved. The Committee met about three times a year for 
one and one-half hours to two hours on each occasion. They met more 
frequently when the actual guidelines were being developed. The 
Committee members met with the Senior Administration (or FEC) "to a 
very small extent or not at all" and met with the Faculty-at-large "to 
some extent." 

The material resources to carry out the Committee task were 
perceived to have been sufficient "to a small extent." However, the 
perceptions of respondents differed somewhat on this item. One respon- 
dent even noted that "they were not needed." 

Thus, in summary, intensity existed "to a small extent" and 
the low intensity score was dependent, in large part, ona perceived 
lack of need for intensive involvements of human or material resources 


to accomplish the task. 


Positive consensus. The score for the positive consensus variable 
was a mean of 2.5 which indicates that positive consensus existed "to 
a great extent." In the interviews, respondents noted that many Faculty 
members were perceived to be concerned about the declining standards of 
communication, both written and oral, of students at university level. 
Therefore, anything which the CASS Committee could recommend to improve 
the communication skills was bound to receive careful attention from 
Faculty. In other words, the Faculty agreed that the task of the 


Committee was valuable and they supported its activities. As one respondent 
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stated, “We were in a no-lose situation. The recommendations were in 


line with Faculty thinking." 


Functionality-over-time. The score for the functionality-over- 
time variable was a mean of 2.8 which indicates that functionality-over- 
time existed "to some extent." Whatever explanation exists for this 
moderate score may be related, in the judgment of the researcher, to 
the loosely structured nature of the Committee and its largely informal 
operation. Functionality-over-time appears to be difficult to assess 


when the structures are loosely defined and operationalized. 


Linkage effectiveness. The aggregate score for the linkage 
effectiveness variable was a mean of 2.7 which indicates that linkage 
effectiveness existed "to some extent." Although respondents felt 
that Committee-Senior Administration linkages were effective EO na 
great extent," the variation of perception for this item would qualify 
this perception somewhat. The effectiveness of the linkages between 
the Committee and Faculty-at-large was perceived by respondents, in 
interviews, to have resulted from the informal nature of the Committee 
since Faculty members, other than Committee members, sat in on Committee 
meetings and provided input in those meetings and through informal 


contacts with Committee members throughout the year. 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood that linkage effectiveness will be high 
if formalization, reciprocity, intensity, positive consensus, and 


functionality-over-time are high than if formalization, reciprocity, 
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intensity, positive conseusus and functionality-over-time are low. 
Extrapolation from this generalization suggests that the lower the 
levels of formalization, reciprocity, intensity, positive consensus, and 
functionality-over-time, the lower the level of linkage effectiveness 

is likely to be. 

If the scores for each variable are aggregated, with the 
exception of the linkage effectiveness variable, a composite score of 
2.8 as noted in Table 8.1 is achieved. The linkage effectiveness score 
is 2.7. These two scores fall within the same range on the general 
response scale used in this study. Both scores would be considered to 
be moderate; the scores indicate that "to some extent" the linkage 
variables existed and that "to some extent" the linkage effectiveness 
existed. The concepts developed within the review of the literature 
regarding linkage activities would ports to be substantiated in this 


Committee: moderate levels for the aggregated linkage variables compare 


to a moderate level of linkage effectiveness. 
COMMITTEE PROCESSES 


This section of the chapter examines the various processes which 
operated within the Committee and the effectiveness of those Committee 
processes. The findings are presented under the headings of task 
demands, processes, resources, productivity, and Committee Process 
Effectiveness. Table 8.2 contains data pertaining to these variables. 


A further sub-section discusses the committee processes. 
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Task Demands 

Steiner (1972:7) states that task demands involve the require- 
ments of the task and the rules under which the task must be performed. 
The task demands variable was measured using four items. Item 12 of the 
questionnaire measured the extent to which the Committee task was 
complex. Item 13 of the questionnaire assessed the extent to which 
Committee members redefined the goal of the Committee. Item 14 of the 
questionnaire measured the extent to which Committee members were 
committed to completion of the task within specified timelines. Item 
16 of the questionnaire assessed the extent.to which Committee members 
perceived themselves to have been detached from the Faculty to accomplish 
the defined task. 

As evidenced by the mean of 2.0 for Item 12 in Table 8.2, the 
respondents perceived the task of the Committee to be complex "to a 
great extent." As indicated by the mean of 2.5 for Item 13 in Table 
dvomkiie respondents reported that they were involved in clarifying 
Committee guidelines "to a great extent." The mean of 2.5 for Item 
14 in Table 8.2 indicates that the respondents perceived themselves 
to have been committed "to a padee extent" to task completion within 
the designated timelines. The mean of 4.2 for Item 16 in Table 8.2 
indicates that Committee members perceived themselves to have been 
separated or detached "to a small extent" from other members of the 
Faculty to accomplish the assigned task. 

In the aggregate, task demands, as represented by the 2.8 
aggregate score of the foregoing items, was perceived by respondents 


to have existed "to some extent." 
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Processes 

Steiner (1972:8) states that process is "actions by which people 
transform their resources into a product." The process variable was 
measured using four items. Item 15 of the questionnaire measured the 
extent to which the Committee members exerted themselves to accomplish 
the task. Item 17 of the questionnaire assessed the extent to which 
well-defined procedures were established for the Committee. Item 18 of 
the questionnaire measured the extent to which equality of leadership 
existed within the Committee. Item 19 of the questionnaire assessed the 
extent to which decision-making was participative within the Committee. 

The mean of 2.2 for* Item 15 in Table 8.2 indicates that the 
members of the Committee were perceived to have exerted themselves "to 
a great extent" to accomplish the assigned task. As evidenced by the 
mean of 3.3 for Item 17 in Table 8.2, the respondents perceived well- 
defined procedures to have been established for the operation of the 
Committee "to some extent." However, as indicated by the standard 
deviation of 1.0, perceptions of respondents varied somewhat regarding 
this item. The mean of 2.3 for Item 18 in Table 8.2 indicates that, 
even though formal leadership in the Committee was created, "to a great 
extent" different leaders were perceived to have emerged, depending 
upon the conditions within the Committee. As indicated by the mean of 
2.0 for Item 19 in Table 8.2, the respondents perceived that "to a 
great extent" decision-making within the Committee was participative 
in naeares 

The aggregate score of 2.8 on this variable indicates that the 
processes of the Committee were perceived by the respondents to have been 


facilitative "to some extent." 
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Resources 

‘Hopkirk (1977:30) defines resources as "the knowledge, abilities. 
and tools possessed by group members and the distribution of eee 
entities within the group." The resource variable was measured using 
one item with five parts. The item was used to measure the primary 
reason for the selection of members of the Committee. Item 22a of the 
questionnaire measured the extent to which members were selected for 
their previous Committee experience; 22b assessed the extent to which 
members were selected for their expertise in the designated task area; 
22c measured the extent to which members were selected for their avail- 
ability; 22d assessed the extent to which members were selected for 
their expressed interest in the designated task area; and 22e measured 
the extent to which members were selected for their representativeness 
of particular groups. 

As evidenced by the mean of 3.8 for Item 22a in Table 8.2, the 
respondents indicated that "some" of the Committee members were selected 
for their previous Committee experience. However, the perceptions of 
respondents differed considerably on this item. The mean of 2.3 LOL 
Item 22b in Table 8.2 indicates that "most" of the members were perceived 
to have been selected for their expertise in the designated task area. 
The mean of 3.2 for Item 22c in Table 8.2 indicates that “about half" 
of the members were perceived by respondents to have been selected for 
their availability. However, as the Standard deviation of 1.6 indicates, 
the perceptions of respondents differed widely on this item. The mean 
of 2.8 for Item 22a in Table 8.2 indicates that "about half" of the 


members were perceived to have been selected for their expressed interest 


io” ; 
ae t i 


eh 


onbuc baxuanerd ase oiclarsay exsuonen!ed™. seria ae gio 
weembig sd stumeqm d? beau sen ewnt oft, sndung evs? fiw math ane 
sie 46 08, ee persia: a3 36 eigen To, nalaseton ns 762 DONMBA | 
13 fiatneted oun axidad stsuty ot, aieeme att Rentesnah extaniabaeee 
thud ot Ynbime oh Rendoees CoS. ssonednere, ons zimmod ‘swokvesy shail 
tet Sve bo ating eh bi. 
“Lieve meen 103% bedve lan oan ezeciepm doinw o> snette ad? bowmesem SSS” 
woh eanatab: wise csecteay doe ed onesed. ace ppaonne BES vis 
hevuesemt #25 Bub inte dans beteritiaed ot, gt pessetnt bomessane be 
sonar bomietenes Pia leo onion sew ¢tedemm oirly ea aaah ihe 4 
oa tas a Bm oe 
hesoetet ato csadhet pamsdmmne? als’ to. “acon” Jedd, bedankint -stiehageae 
Te eh ic eal lh ae 
s0% €.5 30 neon ei? sess atht op yicierabtasos Beast2tb 
heyiecaeg dum aueditnn ait thd “eaoa sa/(2, sedsotbal ,8edda?. 
conpeusmaanians een ane reais 
eae nm aeall $2, aisle ch ie an set 


: 


hi 
a 


an 


in the designated task area. Once again, however, the perceptions of the 
Peer naenes differed widely. The mean of 2.8 for Item 22e in Table 8.2 
indicates that "about half" of the members were perceived by respon- 
dents to have been selected for their representativeness of particular 
groups. The perceptions of respondents once again differed widely. 
Physical resources such as funds, materials, equipment, release 
time and/or facilities were previously described (Item 9) as having 
existed "to a small extent" as part of the intensity linkage variable. 
The aggregate score of 3.0 on this variable indicates that the 
resources of the Committee as perceived by Committee members might be 


described as being adequate. 


Productivity 


Hopkirk (1977:93) defines productivity as "the actual outcomes 
which resulted from task demands, resources and process." Two major 
products may be identified: a final report or “action decisions," and 
member recognition or satisfaction. The productivity variable was 
measured using two items. Item 20 of the questionnaire measured the 
extent to which recommendations were produced by the Committee. Item 
23 of the questionnaire assessed how many of the Committee members 
received recognition for their work. 

As evidenced by the mean of 1.8 for Item 20 in Table 8.2, the 
respondents perceived that recommendations were produced by the Committee 
"to a very great extent." The mean of 4.2 for Item 23 in Table 8.2 
indicates that the respondents perceived that "some" of the Committee 
members received recognition and visibility for their work. 


In the aggregate, productivity, as represented by the 3.0 
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aggregate score for the two productivity items, was perceived by respondents 


to have existed "to some extent." 


Committee Process Effectiveness 

Committee Process Deree tiveness is a generalized assessment of 
the actual outcomes of the processes of the Committee. 

As indicated by the mean of 2.2 for Item 21 in Table 8.2, the 
processes of the Committee were perceived to have been effective "to 


a great extent." 
Discussion of Process Activities 


Task demands. The aggregate score for the task demands variable 
was 2.8 which indicates that the task demands existed "to some extent." 
The task demands could be said to have been reasonably well-defined. 

The respondents deviated little from one another in their view that the 
Committee members "to a great extent" had had a complex task, were involved 
in clarifying Committee guidelines, and were committed to task completion 
within the designated timelines. As one respondent noted, in reference 
to the clarification of Committee guidelines: 
. . . The job of the Committee is to crystallize, to 

verbalize, to write down, to conceptualize the needs and wants 

of the larger Faculty in terms of student needs. 
However, the respondents could not agree on the degree of detachment 
from the Faculty which existed for the Committee although the majority 
perceived very little detachment. The number of references to the 
informal, almost grass-roots operation of the Committee would also 


suggest that the Committee was never viewed as separated or detached 


from the Faculty to accomplish its work. 
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Processes. The aggregate score for the processes variable was 
2.5 which indicates that processes were perceived to have existed and 
been facilitative "to a great extent." In the interviews, one respondent 
summarized the apparent reason for the facilitative processes: ". . . 


There was no preliminary jostling or scrimmaging. We just went to work 


on it. Some of this is because everyone knows everyone else." 


Resources. The aggregate score for the resources variable was 
3.0 which indicates that the resources of the Committee as perceived by 
respondents might be described as being adequate. 

The major reason for the selection of "most" members to the 
Committee was perceived to be the expertise of the members in the 
designated task area. "About half" of the members were perceived to 
have been selected for "availability," "expressed interest in the 
designated task area," and the “represeintativeness of particular groups." 
"Some" were selected for their previous committee experience. However, 
the perceptions of respondents varied considerably on these items. In 
fact, one respondent's view suggests that the specific personnel selected 
for the Committee may have been irrelevant: 

. . . It has been a longstanding philosophical stance of 

this Faculty that teachers should have a mastery of english. 
I think they (the Faculty) could have chosen another five or 
six persons from the Faculty and they would have said the same 
thing (as we did). Our particular expertise, etc. on the Committee 
was therefore of no special consequence. 
On the other hand, the same respondent at another point in the interview 
stated: 
. . . The questionnaire and interview does not take into 
account the question and problem of personalities that exist in 
Committees--ad hoc or otherwise. Trust for one person's view 


may be a function of the power of that person's personality, of 
charisma, or brilliance, or skills of manipulation, or of 
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argumentative skills that one has and the other doesn't. 

Also, antipathy of one person for another may cause blocking 

in a committee. Another intangible may be the "buddy" factor 

of two or three persons. 
Thus, these seemingly contradictory views suggest that a number of 
variables such as personnel selection, positive consensus, and "personal 


factors" may be related in some sense, either conjunctively, antipathet- 


ically or possibly contrapuntally. 


Productivity. The aggregate score for the productivity variable 
was a mean of 3.0 which indicates that productivity was perceived to 
have Bersted "to some extent." There was a major division between the 
two measures of productivity. As noted in an interview, the Major success 
of the Committee was perceived to be the production of an actual set of 
recommendations. However, the production of satisfaction for members as 
a result of participation on the Committee was viewed very much less 
positively. Nevertheless, the procedures developed by the Committee 
are gaining attention from inside and outside the Province in other 
universities. At least one additional product of the Committee was 
identified: 

. . . AS other Committee work does, it allowed us to evaluate 

ourselves on how clear our own heads are and in the process take 

a look at the values, priorities and skills which our own 

colleagues might have--in an observing, not judgmental sense. 
Thus, in summary, although the Committee was somewhat productive, its 
major productivity success was perceived to be in the production ofa 


report, not in the development of satisfaction or recognition for 


Committee members. 
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Committee process effectiveness. The aggregate score Lox 


Committee Process Effectiveness was 2.2 which indicates that the process 
effectiveness existed "to a great extent." There was little deviation 


among respondents regarding this perception. 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood that Committee Process Effectiveness 
will be high if the ratings of task demands, processes, resources and 
productivity are high than if the ratings of task demands, processes, 
resources and productivity are low. Extrapolation from this generaliza- 
tion suggests that the lower the levels of task demands, processes, 
resources and productivity, the lower the level of process effectiveness 
is Likely to be. 

Aig re scores for each variable are aggregated, with the 
exception of the Committee Process Effectiveness variable, a composite 
score of 2.8 as noeed in Table 8.2 is achieved. The composite Committee 
Process Effectiveness score is 2.2 as noted in Table 8.2. These two 
scores do not fall within the same range on the general response scale 
used in the study. The composite score would be considered average, 
while the Committee Process Effectiveness score would be considered to 
be above average. Therefore, the concept developed within the review 
of the literature, that above average levels for the composite process 
variables should compare to above average levels of Committee Process 


Effectiveness, would appear to be unsubstantiated in this Committee. 
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IMPLEMENTATION 


This section of the chapter examines the actual use made within 
the Faculty-at-large of Committee decisions and recommendations, and 
factors which may have affected the actual use of the decisions and 
recommendations. As well, the effectiveness of the implementation of 
the recommendations is examined. The findings are presented under the 
headings of implementation strategies, project characteristics, institu- 
tional setting and implementation effectiveness. Table 8.3 contains 
data pertaining to these variables. A further sub-section discusses the 


implementation activities. 


Implementation Strategy 


An implementation strategy refers to the choices made by 
decision-makers about how to use “action decisions." The implementation 
strategy variable was measured using six items. Items 24 and 25 of 
the questionnaire measured the extent to which the Committee assessed 
respectively the political and economic feasibility of implementing its 
recommendations. Item 26 of the questionnaire assessed the extent to 
which the Committee developed alternative methods for implementing its 


recommendations. Item 27 of the questionnaire measured the extent to 


which members of the Faculty met to adapt the Committee's recommendations 


to the perceived needs of specific groups within Faculty. Items 28 and 
29 of the questionnaire assessed the extent to which members of the 
Faculty-at-large were provided respectively with means to acquaint 
themselves with Committee recommendations or to develop materials or 


aids to carry out some aspects of the recommendations of the Committee. 
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As evidenced by the mean of 2.7 for Item 24 of Table 8.3, the 
Committee assessed the political feasibility of implementing recommenda- 
tions “to some extent." The mean of 2.8 for Item 25 of Table 8.3 
indicates that the Committee members perceived themselves as having 
assessed the economic feasibility of implementing its recommendations 
"to some extent." As indicated by the mean of 3.5 for Item 26 of Table 
8.3, the Committee developed alternative methods for implementing its 
recommendations "to a small extent." However, the perceptions of the 
respondents ranged widely from "to a great extent" to "to a very small 
extent or not at all" on this item. The mean of 3.8 for Item 27 of 
Table 8.3 indicates that the Committee members perceived that the members 
of the Faculty met "to a small extent" ob Woes the Committee recommenda- 
tions to the perceived needs of specific groups within’ the Faculty. As 
evidenced by the mean of 4.7 for Item 28 of Table 8.3, members of the 
Faculty-at-large were perceived by Committee members to have been 
provided with the means to acquaint themselves with Committee recommenda- 
tions "to a very small extent or not at all." The mean of 3.7 for Item 
29 of Table 8.3 indicates that the members of the Faculty-at-large were 
provided the means to develop materials or aids "to a small extent" to 
carry out some aspects of the recommendations of the Committee. However, 
the perceptions of the respondents varied considerably from "to a great 
extent" to "to a very small extent or not at all" on this item. 

In the aggregate, the mutual adaptation perspective to implemen- 
tation strategy, as represented by the 3.5 aggregate score, was perceived 


by respondents to have existed “to a small extent." 
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Provece Characteristics 


Project characteristics refer to the substance and scope of the 
changes proposed by the Committee "action decisions." The project 
characteristics variable was measured using three items. Item 30 of 
the questionnaire measured the extent to which cite ety coordination 
was required within Faculty as a result of Committee recommendations. 
Item 31 of the questionnaire assessed the extent to which implementation 
of Committee recommendations required changes of Faculty regulations or 
procedures. Item 36 of the questionnaire assessed the need for behavior 
changes on the part of Faculty as a result of the Committee's recommenda- 
tions. 

As evidenced by the mean of 2.7 for Item 30 in Table 8.3, the 
recommendations of the Committee were perceived by Committee members ~ 
to have generated a need for increased coordination within the Faculty~ 
at-large "to some extent." The mean of 2.8 for Item 31 of Table 8.3 
indicates that Committee members perceived that the implementation of 
the recommendations of the Committee required changes of Faculty 
regulations or procedures "to some extent." As indicated by the mean 
of 4.0 for Item 36 of Table 8.3, the respondents perceived that changes 
in Faculty occurred for "some." 

In the aggregate, the project characteristics, as represented 
by the aggregate score of 3.2, was perceived by respondents to have 
affected the implementation of CASS Committee action decisions "to some 


extent." 
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Institutional Setting 

| Institutional setting refers to the extent of receptivity or 
hostility of the members of the institution to the recommendations of 
the Committee. The institutional setting variable was measured using one 
item with six parts. Item 35a of the questionnaire measured the 
receptivity of the Senior Administration to Committee recommendations 
as perceived by Committee members; 35b measured the receptivity of the 
academic staff; 35c measured the receptivity of the students; 35d measured 
the receptivity of the Teachers' Association; 35e measured the receptivity 
of the Trustees' Association; and 35f measured the receptivity of the 
Departments of Education and Advanced Education and Manpower as perceived 
by Committee members. 

As evidenced in the mean of 1.4 for Item 35a in Table 8.3, the 
respondents indicated that the Senior Administration were "very receptive" 
to the recommendations of the Committee. The mean of 2.0 for Item 35b 
in Table 8.3 indicates that the academic staff were perceived by the 
respondents to be "receptive" to the Committee recommendations. As 
indicated by the mean of 2.7 for Item 35c in Table 8.3, the students 
were perceived to be "indifferent" to the recommendations of the 
Committee. The mean of 1.8 for Item 35d in Table 8.3 indicates that 
the Teachers’ Association was perceived by the respondents to be "very 
receptive" to the recommendations of the Committee. As evidenced by 
the mean of 2.0 for Item 35e in Table 8.3, the Trustees' Association 
was perceived by respandents to be "receptive" to the recommendations 
of the Committee. The mean of 2.0 for Item 35f indicates that the 
respondents perceived the Departments of Education to be "receptive" 


to the recommendations of the Committee. 
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In the aggregate, the institutional setting, as represented by 
the 2.0 aggregate score for the foregoing items, was perceived by res- 


pondents to have been "receptive" to the recommendations of the Committee. 


Implementation Effectiveness 


Implementation effectiveness is measured by the extent of adapta- 
tion of Committee recommendations, and the perceived success and con- 
tinuation of Committee recommendations. The implementation effectiveness 
variable was measured using three items. Item 32 of the questionnaire 
measured the extent to which the Committee recommendations were modified 
during the time of implementation. Item 33 of the questionnaire assessed 
the perceived success of implementation. Item 34 of the questionnaire 
measured the extent to which the recommendations of the Committee have 
been continued in Faculty. 

As evidenced by the mean of 3.8 for Item 32 in Table 8.3, the 
Committee recommendations were perceived by respondents to have been 
modified "to a small extent" during the time of implementation. The 
mean of 1.8 for Item 33 in Table 8.3 indicates that the recommendations 
of the Committee were perceived by respondents to have been implemented 
"to a very great extent." The mean of 2.0 for Item 34 in Table 8.3 
indicates that the results of Committee recommendations were perceived 
by respondents to have been continued "to a great extent." 

In the aggregate, implementation effectiveness, as represented 
by the 2.5 aggregate score for the implementation effectiveness items, 


was perceived by respondents to have existed "to a great extent." 
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Discussion of Implementation 
Activities 


Implementation strategy. The aggregate score for the implemen- 
tation strategy variable was 3.5 which indicates that "to a small extent" 


the implementation was perceived to have been characterized by a mutual 


~ 


adaptation perspective to implementation. The responses from the 


questionnaire and the subsequent interviews indicate that, in general, 

rhe respondents agreed that "to some extent" the Committee assessed the 
political and economic feasibility of implementing its actions, as well 
as developing alternative methods for implementing its action decisions 
"to a small extent." There was some difference of opinion on this last 


item. There were no methods provided to Faculty-at-large to acquaint 


themselves with the Committee action decisions, and there was little 


opportunity provided to adapt the Committee actions to the perceived 


needs of specific groups within the Faculty. There was also a perceived 


lack of development of aids or materials by Faculty to carry out the 


recommendations of the Committee. Part of the reason that Faculty were 
involved so little in adapting the recommendations of the Committee to 
the specific needs of Faculty may have resulted from having an adminis- 


trative officer to carry out some of those tasks for the Faculty. As 


one respondent noted: 


We let too much of the (implementation) process depend 


on the administrative officer. There was not enough structuring, 
enough institutionalizing of the process before the administrative 
officer left the position. We didn't institutionalize the process; 


we just institutionalized the person. The informality may be 
part of being a smaller institution because only one person may 


be interested in doing the job. This spring the (CASS process will 


move) . . . into the Research Centre. When that happens, a 
different perspective is brought to the task. 
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In general, the Committee assessed the political and economic feasibility 
of implementing its recommendations, but left much of the activity of 


adapting the recommendations to Faculty needs to an administrative officer. 


Project characteristics. The aggregate score of the project 
characteristics variable was a mean of 3.2 which indicates that "to some 
extent" the implementation was affected by the substance and scope of 
_ the changes proposed by the Committee action decisions. Only some of 
the Faculty members were required to change their behaviors as a result 
of implementation, and the Faculty rules and regulations were only 
required to change "to some extent." The need for increased coordination 
because of Committee recommendations was perceived to exist "to some 
extent." Thus, in general, the project characteristics only required 
changes to some extent within the Faculty. No dramatic changes were 


required. 


Institutional setting. The aggregate score for the institutional 
setting variable was a mean of 2.0 which indicates that the institutional 
setting was perceived to be "receptive" to the action decisions of the 
CASS Committee. Senior Administration and the Teachers' Association 
were perceived by respondents to be "very receptive" to the action 
decisions of the Committee whereas the academic staff, the Trustees’ 
Association, and the Department(s) of Education were perceived by 
respondents to be "receptive" to the action decisions of the Committee. 
The students were perceived by respondents to be "indifferent" to the 


action decisions of the Committee. 
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Implementation effectiveness. The aggregate score for implemen- 
tation effectiveness was a mean of 2.5 which indicates that implementation 
effectiveness existed "to a great extent." 

The Committee action decisions were modified "to a small extent" 
during the time of implementation. As one respondent noted, in commenting 
upon the modifications: 

. . . The Faculty accepted a policy which was broadly stated 

and changes have not had to be made at the Faculty level; the 

procedures have changed. 
A second respondent noted that “modifications have been a result of 
different personnel administering the program." Thus modifications 
or adaptations which have occurred appear to be largely procedural 
and largely a result of the actions of the personnel administering 
the program. However, the action decisions of the Committee were 
perceived by respondents to have been Be oe implemented "to a 
very great extent." As well, the changes which were the results of 
Committee action decisions were perceived by respondents to have been 
continued "to a great extent." Currently a CASS Committee of more 
recent vintage exists, as the Chairman noted: 


1) to review instruments we're using; 
2) to review the success of our screening. 


. . . We have been able... to continually improve our 
procedures based on our experience and we have kept track 
of our own results--terribly important. 


. . . We need to know more, but this is also an area for 
research. 


In general, the implementation of CASS Committee action decisions has 


been successful. 
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Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood that implementation effectiveness will 
be high if the mutual adaptation perspective to implementation and 
institutional setting are rated high and the project characteristics 
are rated low than if the mutual adaptation perspective to implementation 
and institutional setting are rated low and the project characteristics 
are rated high. 

If the scores for each variable are aggregated, with the 
exception of the measures of Implementation Effectiveness variable, 

a composite score of 2.6 as noted in Table 8.3 is achieved. The measures 
of Implementation Effectiveness score is 2.5 as noted in Table 8.3. The 
two scores fall within the same range on the general response scale 

used in the study. The composite score could be considered to he above 
average while the implementation effectiveness also would be considered 
to be above average. Thus the concept developed from the review of 

the literature regarding implementation, that above average levels for 
the composite implementation variable would compare to above average 
levels of implementation effectiveness, would appear to be substantiated. 

The anticipated directions of variables within the composite 
score were not substantiated. A review of the literature suggested 
that, in relative terms, the implementation strategy score and institu- 
tional setting score should be higher than the project characteristics 
score. These directions were only partially confirmed in this Committee. 
The institutional setting score was higher than the project characteris- 
tics score; however, the implementation strategy score was lower instead 


of higher than the project characteristics score. 


256 


7 ‘or: | - ; 7 ae iy vi : r wk 
ae} oe . his ma eT at ‘a 


is as a ae pene css a 
Ltiw :mahansseatn eee | oad a9 -. 
ass ; Beh 7 


Lia mobs esiemadgot ee ° ney we call L 


we tsetidsoe mde soatoxa ond Bab rpitd t ‘ ar 
7.4 a Ye 7 ‘iu as, Vin : 
noisesodes tga ax syvirveqaine nolzecgsbs, Jeodum od3 32 0 : ox 
| > > 
auisedraroseats sou here: pal ous: wood peer 2 palssoe 
say. nie, eine ane 


‘hha Gaag 
Fs 


- 


voted ennawldootAe Wokdnsteenis gat 3a" wise wt be 


e oe . ~~ 


edt atv shat epempes e14 pen fone 202 


autapet ot Meso bition Pa a a8 & eldet ab bevon 6s at sh ae on 
_ oT 88 ata T ie badOR He! aut we sae f halibiehieiehel 
eleon mancgns Seseiag onl ae BQES ste wily pursdn alle 

ovola oa ob botaakenos od bined: oaeulaalenmedean & 
Fevehlus@ mt Binew o8da saenevitee22< oc LS ct ree Beg asd 
ko cal vor qt weet Ragatewe® sqpanco sft auHet” . 

"ot aigeal Ageheve wee Saad ,colterasmaiged : 
speWiil yMads oF erates bivow eidsiier de, 
-Sedetanmtadee of oF TRBIge bivem ». saeasvesoate! dots = parties 
wainogioe ad mtahw helgsi-tav eo miotasenh Beem bm toa 


Mie ‘wok 
ncomypiy wtitwnat ade 20! weber: : we S208 
re Perera yt oe 


bikstbancdalel 
~ugkieas Dian aes, ynetaate as ne * A pee ue sabes 
« pr abinshaaats’ Foekony ett asl ee ae: ote 
waeiibdien ashy lect Hamesitaen -getea sxe Yep oe ae 


oe 
7 


EFFECTIVENESS 


This section of the chapter examines the overall effectiveness 
of the CASS Committee. The overall effectiveness rating was computed 
from the aggregated ratings of the preceding linkage activities, Committee 
processes, and implementating ratings. Table 8.4 contains data relating 
to this variable. 

As indicated by the linkage effectiveness score of 2.7 in Table 
8.4, the linkage activities of the CASS Committee were perceived to be 
effective "to some extent." The Committee processes effectiveness score 
of 2.2 in Table 8.4 indicates that the processes of the Committee were 
perceived to have been effective "to a great extent." The implementation 
effectiveness score of 2.5 in Table 8.4 is evidence that implementation 
was perceived to have been effective "to a great extent." As evidenced 
by the score of 2.5 in Table 8.4, the overall effectiveness of the 


CASS Committee was perceived to exist "to a great extent." 
SUMMARY 


The mission of the CASS Committee was to review and assess the 
University's actions in the assessment and remediation of student oral 
and written communication skills and to provide guidelines to the 
Faculty of Education regarding programs and/or procedures to assess 
and, where necessary, remediate oral and written communication skills. 
A summary of the findings regarding the effectiveness of the Committee 
in accomplishing its task is displayed in Table 8.5 and presented 


descriptively in the following paragraphs. 
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Table 8.5 
Summary of the Findings Regarding the CASS Committee* 


eee nn 


Aggregate 3 Concept 
Score for Composite Substantiated or 
Variable Variable Score Unsubstantiated 
a a ee ee ee ee SSS 
LINKAGE VARIABLES 
Formalization Zen 
Reciprocit Dae 4 
P ; = “AS Substantiated 
Intensity 3.0 Withi 
Positive Consensus Pape a caas 
Functionality-over-time Zao Pane 
range 
General Linkage Effectiveness On 
PROCESS VARIABLES 
Task Demands 28 
Processes : : ; 
Satan eae roe Not Unsubstantiated 
Resources: Personnel 320 ee 
Product 320 ; 
same 
General Process Effectiveness 2.2 )range 
IMPLEMENTATION VARIABLES 
Cig Cae eta at ache aie Bad Substantiated 
Project Characteristics B52 Ne ae 
: ; 3 Within 
Institutional Setting Pe.) 
same 
General Implementation Effectiveness 2. 6) jrange 
OVERALL EFFECTIVENESS 
Linkage Effectiveness 2a7) = to some extent feet eene 
Process Effectiveness 20.2 = to a great extent ¥ Bak 
Implementation Effectiveness 2.5 = to a great extent extent 


sn 


*Scores: 1.0 to 1.8 = to a very great extent 
129) to 2.6 ‘= to a great extent 

2.7 to 3.4 = to some extent 

3.5 to 4.2 = to a small extent 

4.3 5.0 


to = to a very small extent or not at all. 
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A number of linkages between the Committee and Senior Adminis- 
tration, and the Committee and the Faculty-at-large were examined in 
order to determine the extent to aires the linkages had been effective, 
and the extent to which the first level of effectiveness of the conceptual 
framework (Ey of Figure 2.1) had been achieved. Five variables were 
examined to determine the extent to which they existed as part of the 
linkage dimension of the temporary adaptive system as conceptualized. 
Formalization was perceived by respondents to have existed "to some 
extent." Reciprocity existed "to a great extent." Intensity existed 
"to a small extent." Positive consensus existed "to a great extent." 
Functionality-over-time existed "to some extent." In the aggregate, 
linkage effectiveness was perceived by respondents to have existed "to 
some extent." In general, the concepts developed within the review of 
the literature regarding linkage activities would appear to be substan- 
tiated in this Committee: moderate levels for the aggregated linkage 
variables compare to a moderate level of linkage effectiveness. 

Four variables were examined in the next section of the chapter 
in order to determine the extert to which the Committee processes had 
been effective, and the extent to which the second level of effectiveness 
(E., of Figure 2.1) had been achieved. Well-defined task demands, resources 
and productivity were perceived by respondents to have existed "to some 
extent." Facilitative processes were perceived to have existed "to a 
great extent.” 

In addition, the "personal factor" variable was apparent again in 
comments of respondents. Such terms as ". . . an informal network," 


- everyone knows everyone else," and a listing by one respondent 
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of personal attributes which may influence Committee processes were 
stated. These perspectives on the "personal factor" and its effect on 
the Committee were synthesized in the eoementt of one respondent who 
stated that ". . . the quality of individual input may be an important 
factor in terms of processes." 

In the aggregate, processes of the Committee were perceived to 
be effective "to a great extent." In general, the concept developed 
within the review of the literature, that above average levels for the 
composite process variables should compare to above average levels of 
Committee Process Effectiveness, were unsubstantiated in this Committee. 

Three variables were examined in the implementation section of 
the chapter in order to determine the extent to which effective implemen- 
tation as laid out in the conceptual framework (E, of Figure 2.1) had 
been achieved. The mutual adaptation perspective to implementation 
existed "to a small extent"; the project characteristics affected the 
implementation of CASS Committee recommendations "to some extent"; and 
the institutional setting was "receptive." In the aggregate, implemen- 
tation was perceived to have been effective "to a great extent." In 
general, the concept developed from the review of the literature regarding 
implementation, namely that above average levels for the composite 
implementation variable would compare to above average levels of implemen- 
tation effectiveness, would appear to be substantiated. 

The anticipated directions of the variables within the 
composite score were not substantiated. A review of the literature 
suggested that, in relative terms, the implementation strategy score 


and institutional setting score should be higher than the project 
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characteristics score. These directions were only partially confirmed. 
The institutional setting score was higher whereas the implementation 
strategy score was lower than the project characteristics score. 

In terms of the conceptual framework concerning the effective- 
ness of temporary adaptive systems (Figure 2.1) the CASS Committee 
achieved effectiveness on the three possible levels: linkage effective- 
ness "to some extent"; and process and implementation effectiveness "to 


a great extent." 
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CHAPTER 9 


TASK FORCE ON ADULT AND 


HIGHER EDUCATION 


The Committees in this study are described in the sequence in 
which the data were collected. Chapters 4 and 5 describe two Committees 
in the Faculty of Education at the University of Calgary; Chapters 6, 7 
and 8 describe three Committees in the Faculty of Education at the 
University of Lethbridge; and Chapters 9 and 10 describe Committees in 
the Faculty of Education at the University of Alberta. 

This chapter presents a descriptive analysis of the Task Force 
on Adult and Higher Education of the Faculty of Education at the 
University of Alberta. The chapter is divided into six major sections: 
background information on the Task Force on Adult and Higher Education, 
linkage activities, Committee processes, implementation, effectiveness, 
and a summary of the findings. 

Data contained in this chapter were collected from FEC minutes 
and by means of questionnaires and interviews with ll of the 13 members 
of the Committee. Two members, one Faculty member and the student 
member of the Committee, were unavailable for the study. Of the ll 
respondents, 11 returned the questionnaires and nine were interviewed. 
Based on information obtained in the interviews, the researcher judged 
two questionnaires to be unusable due to the inadequate memory of two 
members regarding the Committee. Mean scores and standard deviations 


were computed for each item in the questionnaire. Each item had five 
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response categories. The mean scores for most items that fell within 
the range of: 
a) 1.0 and 1.8 were treated as representing the first response 
category of "to a very great extent"; 
b) 1.9 and 2.6 were treated as representing the second response 
category of "to a great extent"; 
c) 2.7 and 3.4 were treated as representing the third response 
category of "to some extent"; 
da) 3.5 and 4.2 were treated as representing the fourth response 
category of "to a small extent"; and 
e) 4.3 and 5.0 were treated as representing the fifth response 
category of "to a very small extent or not at all." 
Where a variable was measured using more than one item, an aggregate 
score for the variable was computed by combining an the scores of the 
items and dividing by the number of respondents to achieve a mean score 


for the variable. 
BACKGROUND 


The Task Force on Adult and Higher Education (AAHE Committee) 
was a 13 member Committee established by the Faculty of Education Council 
(FEC) in November, 1975 as the successor of a long line of Committees 
dealing with the topic of adult and higher education. In particular, 
it was the successor of an immediately preceding ad hoc committee. All 
members of the Committee perceived the AAHE Committee to have been an 
"action" Committee. 


The purpose of the Committee as outlined in correspondence (May, 
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1975) from the Dean to Department Chairmen, was to consider: 
1. the most appropriate structures of implementing recommendations 

1 to 5 (of the Ad Hoc Committee which generated the AAHE 

Committee) 

2. the impact of these recommendations and 
3. the financial resources necessary for implementing these 
recommendations. 

In carrying out its purposes, the Committee completed a number 
of tasks. The AAHE Committee developed a draft report. The report was 
distributed to Faculty members who were invited to submit written 
reactions and to attend two open meetings in April, 1976 for the purpose 
of discussing and reacting to the report. The final report incorporated 
the reactions of Faculty members and was presented to FEC in May, 1976. 
The report was referred for further consideration by FEC although no 
reference point for the referral was identified. No action was taken 
on the referral under the Acting Dean. In the meantime, the Committee 
was disbanded. When the new Dean was appointed, the ex-chairman of the 
AAHE Committee approached him to discuss the actions to be taken with 


reference to the Committee. The Dean set in motion the events which led 


to a Centre for the Study of Post-Secondary Education. 
LINKAGE ACTIVITIES 


This section of the chapter examines linkages between the AAHE 
Committee and the Senior Administration, as well as between the AAHE 
Committee and the Faculty-at-large. The effectiveness of the linkage 
activities of the AAHE Committee also was examined. The findings are 
presented under the headings of formalization, reciprocity, intensity, 
positive consensus, and functionality-over-time. Table 9.1 contains 


data pertaining to these variables. A further sub-section discusses the 


linkage activities. 
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Formalization 

Formalization is the degree to which the intraorganizational 
relationship is given official sanction by the parties involved. The 
formalization variable was measured using two items. Item 1 of the 
questionnaire measured the extent to which the relationship between the 
Faculty and the Committee was given official or formal sanction. Item 
3 of the questionnaire assessed the extent to which an intermediary 
coordinated the relations between the Senior Administration (or Faculty 
Council) and the Committee. The scores of the two items then were 
aggregated to provide an aggregate variable score. 

As indicated by the ean Of 257eLor the first item aniTable 921, 
detailed written terms of reference were perceived on the average to 
exist for the Committee "to some extent." However, the perceptions of 
respondents differed somewhat in relation to this item as evidenced 
by the responses which ranged from "to a very great extentertoescord 
small extent." Other evidence was obtained from FEC minutes which showed 
that the task was outlined in FEC minutes; the major resources were 
personnel in the form of co-chairmen and Committee members as identified 
by Departmental Chairmen; procedures were unspecified; and a report was 
to be presented to FEC. 

As evident from the mean of 1.7 for Item 3 in Table 9.1, linkage 
between the Senior Administration and the Committee was perceived to 
have existed "to a very great extent." 

In the aggregate, formalization of linkages among the parties 
involved, as represented by the aggregate score of 2.2, was perceived by 


respondents to have existed "to a great extent." 
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Reciprocity 


Andrews (1978:8) defines reciprocity as "the relative contribu- 
tion of various parties in the relationship." 

As indicated by the mean of 3.3 for Item 2 of Table 9.1, the 
terms of reference for the Committee were perceived "to some bees to 
have been arrived at cooperatively by the Committee members and Senior 
Administration. However, the perceptions of respondents seemed to differ 
considerably on this item as evidenced in their responses which ranged 


from "to a very great extent" to "to a very small extent or not at role be 


Intensity 


Intensity is the resource investment, both human and material, 
that an organization has to make in order that the intraorganizational 
relationship between selected parts be viable. Four items in the 
questionnaire addressed different aspects of intensity. The human invest- 
ment was defined in terms of meeting time committed by the various 
parties. Items 4, 5 and 7 were used to measure the amount of involvement 
demanded respectively on the part of Committee members, on the part of 
Senior Administration (or Faculty Council) in conjunction with the 
Committee, and on the part of other members of Faculty in conjunction 
with members of the Committee. Item 9 assessed the extent to which the 
Committee was provided with resources such as funds, materials, equipment, 
release time and/or facilities. 

As indicated by the mean of 2.1 for Item 4 in Table 9.1, members 
of the Committee perceived themselves as having met "to a great extent" 

from the time the Committee was founded until it was dissolved. The 


mean of 4.1 for Item 5 in Table 9.1 indicates that the members of this 
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Committee perceived themselves as having met with Senior Administration 
(or FEC) "to a small extent." There was somewhat more agreement among 
members and a “higher" average rating given eh relation to the communica- 
tion with the Faculty-at-large; the mean of 2.4 on Item 7 suggests that 
the Committee and Faculty-at-large communication was perceived as having 
occurred "to a great extent." As evidenced by the mean of 3.7 for Item 
9 in Table 9.1, the material resources to carry out the Committee tasks 
were perceived to have been sufficient "to a small extent." However, 
the standard deviation of 1.1 on this item indicates a wide variation 
in perceptions regarding the sufficiency of the resources supplied to 
the Committee. 

The aggregate score of 3.1 on this variable indicates that the 
intensity of resource investment was perceived by respondents to have 


existed "to some extent." 


Positive Consensus 

Benson (1975:235) defines positive consensus as: 

. . . the agreement among participants in organizations 
regarding the nature of the tasks confronted by the organiza- 
tions and the value of and appropriateness of the approaches 
to those tasks. 

As indicated by the mean of 3.1 for Item 10 in Table 9.1, the 


Committee members perceived that the Faculty-at-large considered the 


task of the Committee to be worthwhile "to some Extention 


Functionality-over-time 


Functionality-over-time refers, in the present study, to the 
extent to which organizational linkages remain functional over the 


period of time during which the Faculty and the Committee were related. 
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As indicated by the mean of 2.8 for Item 11 in Table 9.1, the 
Committee members perceived that the relationships between the Faculty 
and Committee remained active and functional hiss, Poms extent" throughout 
the life of the Committee. However, the perceptions of respondents 


varied on this item from “to a very great extent" to "to a small extent." 


Linkage Effectiveness 


Linkage effectiveness is a generalized assessment of the 
effectiveness of the linkages among the Committee, Senior Administration 
and Faculty-at-large. 

The linkage effectiveness variable was measured using two items. 
Item 6 of the questionnaire measured the extent to which liaison relation- 
ships between the Senior Administration and the Committee were perceived 
to be effective. Item 8 of the questionnaire assessed the extent to 
which the liaison relationships between the Faculty-at-large and the 
Committee were perceived to be effective. The scores of the two items 
were then aggregated to provide an aggregate variable score. 

As indicated by the mean of 3.0 for Item 6 in Table 9.1, the 
liaison relationships between the Senior Administration and the Committee 
were perceived by Committee members to be effective "to some extent." 
However, as the standard deviation of 1.2 would indicate, the perceptions 
of respondents varied considerably regarding this item. 

As evidenced by the mean of 3.1 for Item Sy ake) GeeVeuley oI) 5 Aelers 
liaison relationships between the Faculty-at-large and the Committee 
were perceived by Committee members to be effective "to some extent." 


The standard deviation of 1.1 indicates variation among the respondents' 


perceptions. 
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In the aggregate, effectiveness of linkages, as represented by 
the 3.1 aggregate score, was perceived by respondents to exist "to some 


extent." 


Discussion of Linkage Activities 


Formalization. The aggregate score for the formalization 
variable was 2.2 which indicates that formalization existed "to a great 
extent." The responses from the questionnaire and the subsequent inter- 
views with Committee members suggest that the linkage between Senior 
Administration and the Committee may account, in large measure, for the 
perceived score for formalization. The linkages between Senior 
Administration and the Committee were accomplished, in large part, 
through contacts between the Chairman of the Committee and the Dean. 
In particular, without the initiatives of the Chairman, the whole 
Committee may have been shelved. And at later stages, just prior to 
implementation, the linkage between the Chairman and the Dean appears 
to be critical for this Committee. As one member stated, “Except for 
his (the Dean's) interest, the whole thing could have died." Written 
terms of reference appeared to be less critical than the Senior Adminis- 
tration-Committee relationship in terms of creating a "high" formalization 
score. In fact, the respondents held widely differing perceptions 
regarding the extent to which terms of reference existed. The differences 
in perception on this item may involve the level of knowledge of the 
topic by the member. For example, one respondent who perceived that 
detailed written terms of reference existed "to a very great extent" 


was one of the co-chairmen who had been involved with the topic of adult 
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education through a series of previous committees. He was cognizant of 
the history of the Committee and the task it faced. One other respondent, 
who responded that the terms of reference existed "to a small extent" 
suggested that the rating became higher "as we proceeded into our work." 
The latter suggests a process of goal redefinition or of member 


ASG Umuacleteomts 


Reciprocity. The score for the reciprocity variable was a mean 
of 3.3 which indicates that reciprocity existed "to some extent. “ierhis 
means that "to some extent" the terms of reference of the Committee 
were perceived as having been arrived at cooperatively by the Committee 
members and the Senior Administration. Interviews which were held with 
Committee members subsequent to their completion of the questionnaire 
indicated that the perceptions of respondents @iffered considerably 
on this item. One respondent noted that the terms of reference were 
defined cooperatively in FEC, not with Senior Administration. This 


distinction may have led to the different perceptions on this item. 


Intensity. The aggregate score for the intensity variable 
was a mean of 3.1 which indicates that intensity existed "to some escecimes © 
The responses from the questionnaire and the subsequent interviews with 
Committee members indicated that, in terms of the human investment, a 
considerable investment of staff time was committed to the development 
of the Report. The meetings were held approximately once a month for 
one to two hours at a time. Additional meetings of a "steering committee" 
occurred in addition to the Committee-of-the-whole sessions. 

Committee members met with the Senior Administration (or FEC) 


"to a small extent." The Committee members met with Faculty-at-large 


"to a great extent.” 
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The material resources to carry out the Committee tasks were 
perceived to have been sufficient "to a small extent." However, the 
perceptions of respondents differed considerably on this item. Some 
of the respondents perceived that "no special resources were regarded as 
necessary." Another respondent stated: 

. . . one of the major weaknesses of the Committee system is 
that they name busy people and seldom is there release time, 
research assistance, or money for anything. As a result, very 
little effort is put into the work. 

Thus, in summary, intensity existed "to some extent" and the 

modest intensity score was dependent, in large part, on an intensive 


investment of time at meetings and with other Faculty members by partici= 


pating Committee members. 


Positive consensus. The score for the positive consensus variable 
was a mean of 3.1 which indicates that positive consensus existed "to 
some extent." The Paculty-at-large considered that what the Committee 
was trying to achieve was worthwhile "to some extent." However, the 
perceptions of respondents differed considerably on this item. As one 
respondent stated: 

. . Open meetings were held to allow response to the 
initial report. Some of those responses were incorporated 
in the final report, yet the report was still stalled at 
FEC. Why? 
A second respondent could possibly provide an answer: 

. . . Faculty was interested, but Faculty had other 
priorities too. They were prepared to support it if it aLanet 
take any funds from existing programs. Therefore it might be 
considered somewhat peripheral to the concerns of Faculty. 


Thus, as a third respondent noted, “Some of the resistance was economic, 


but some of the resistance was philosophical." 
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In general, positive consensus existed although there was not 


whole-hearted or unanimous support for the work of the Committee. 


Functionality-over-time. The score for the functionality-over- 
time variable was a mean of 2.8 which indicates that functionality-over- 
time existed "to some extent." However, the perceptions of respondents 
differed considerably on this item. Some of this difference of percep- 
tion may arise from the philosophical conflicts between elements of 
the Faculty and the task being attempted by the Committee. Some fairly 
vocal elements of the Faculty rejected the concept of the task being 
attempted by the Committee. Their relationships with the Committee were 
not "functional-over-time." Thus, in part, the explanation for the 
moderate functionality-over-time score may be related, in the judgment 
of the researcher, to the positive consensus variable and the fact that 


there was not whole-hearted support for the work the Committee was doing. 


Linkage effectiveness. The aggregate score for the linkage 


effectiveness variable was a mean of 3.1 which indicates that linkage 


effectiveness existed "to some extent." Respondents felt that Committee- 


Senior Administration and Committee-Faculty linkages were effective "to 
some extent." However, the process of changing Deans may have damaged 
the Committee-Senior Administration liaison because an outgoing Dean 
either cannot or will not force a program onto an incoming Dean; any 
interim or acting Dean will not promote a particular program; and a new 


administration may be initially cautious. The respondents, in general, 


believed that whatever Committee-Senior Administration linkages effective- 


ness existed appeared to have resulted from the efforts of the chairman 
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of the Committee and other selected individuals in the Committee. The 
effectiveness of the linkages between the Committee and Faculty-at-large 
was perceived by respondents, in interviews, to have resulted mainly 

from the meetings which were held by the Committee and the Faculty-at- 
large regarding the task of the Committee. Thus, in summary, linkage 
effectiveness existed "to some extent" and this moderate linkage effective- 


ness was dependent, in large measure, on the roles of selected individuals. 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood that linkage effectiveness will be high 
if formalization, reciprocity, intensity, positive consensus and 
functionality-over-time are high than if formalization, reciprocity, 
intensity, positive consensus and functionality-over-time are low. 
Extrapolation from this generalization suggests that the lower the 
levels of formalization, reciprocity, intensity, positive consensus and 
functionality-over-time, the lower the level of linkage effectiveness 
is likely to be. 

If the scores for each variable are aggregated, with the 
exception of the linkage effectiveness variable, a composite score of 
2.9 as noted in Table 9.1 is achieved. The linkage effectiveness score 
is 3.1. These two scores fell within the same range on the general 
response scale used in this study. Both scores would be considered to 
be moderate; the scores indicate that "to some extent" the linkage 
variables existed and that "to some extent" the linkage effectiveness 
existed. The concepts developed within the review of the literature 


regarding linkage activities would appear to be substantiated in this 
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Committee: moderate levels for the aggregated linkage variables compare 


to a moderate level of linkage effectiveness. 
COMMITTEE PROCESSES 


This section of the chapter examines the various processes which 
operated within the Committee and the effectiveness of those Committee 
processes. The findings are presented under the headings of task 
demands, processes, resources, productivity, and Committee Process 
Effectiveness. Table 9.2 contains data pertaining to these variables. 


A further sub-section discusses the Committee processes. 


Task Demands 

Steiner (1972:7) states that task demands involve the require- 
ments of the task and the rules under which the task must be performed. 
The task demands variable was measured using four items. Item 12 of 
the questionnaire measured the extent to which the Committee task was 
complex. Item 13 of the questionnaire assessed the extent to which 
Committee members redefined the goal of the Committee. Item 14 of the 
questionnaire measured the extent to which Committee members were 
committed to completion of the task within specified timelines. Item 16 
of the questionnaire assessed the extent to which Committee members 
perceived themselves to have been detached from the Faculty to accomplish 
the defined task. 

The perceptions of respondents varied somewhat regarding each of 
the task demands items as indicated by standard deviations ranging from 
1.0 to1l.5. neparticular, the respondents' perceptions varied consider- 


ably regarding the extent of separation of the Committee from the Faculty 
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(Item 16). These variations in perception should be kept in mind while 
reading the following data. As evidenced by the mean of 2.4 for Item 
12 in Table 9.2, the respondents perceived the task of the Committee to 
be complex "to a great extent." As indicated by the mean of 2.6 for 
Item 13 in Table 9.2, the respondents reported that they were involved 
in clarifying Committee guidelines "to a great extent." The mean of 
1.9 for Item 14 in Table 9.2 indicates that the respondents perceived 
themselves to have been committed "to a great extent" to task completion 
within the designated timelines. The mean of 3.6 for Item 16 in Table 
9.2 indicates that Committee members perceived themselves to have been 
separated or detached "to a small extent" from other members of the 
Autres to accomplish the Ae task. 

In the aggregate, task demands, .as represented by the 2.6 aggregate 
score for the foregoing items, was perceived by respondents to have 
existed "to a great extent" although respondents’ perceptions varied 


somewhat regarding all of the task demand items. 


Processes 

Steiner (1972:8) states that process is "actions by which people 
transform their resources into a product." The process variable was 
measured using four items. Item 15 of the questionnaire measured the 
extent to which the Committee members exerted themselves to accomplish 
the task. Item 17 of the questionnaire assessed the extent to which 
well-defined procedures were established for the Committee. Item 18 
of the questionnaire measured the extent to which equality of leadership 
existed within the Committee. Item 19 of the questionnaire assessed the 


extent to which decision-making was participative within the Committee. 
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Theemean ores stor ftem losin Table 9°27 indicates that the 
members of the Committee were perceived to have exerted themselves "to 
a great extent" to accomplish the assigned task. As evidenced by the 
mean of 2.8 for Item 17 in Table 9.2, the respondents perceived well- 
defined procedures to have been Eee t race for the operation of the 
Committee "to some extent." The mean of 3.8 for Item 18 in Table 9.2 
indicates that, even though formal leadership in the Committee was 
created, "to a small extent" different leaders were perceived to have 
emerged, depending upon the conditions within the Committee. As indicated 
by the mean of 2.3 for Item 19 in Table 9.2, the respondents perceived 
that "to a great extent" decision-making within the Committee was 
participative in nature. 

The aggregate score of 2.8 on this variable indicates that the 
processes of the Committee were perceived by the respondents to have 


been facilitative "to some extent." 


Resources 

Hopkirk (1977:30) defines resources as "the knowledge, abilities 
and tools possessed by group members and the distribution of these 
entities within the group." The resource variable was measured using 
one item with five parts. The item was used to measure the primary 
reason for the selection of members of the Committee. Item 22a of the 
questionnaire measured the extent to which members were selected for 
their previous Committee experience; 22b assessed the extent to which 
members were selected for their expertise in the designated task area; 
22c measured the extent to which members were selected for their avail- 


ability; 22d assessed the extent to which members were selected for 
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their expressed interest in the designated task area; and 22e measured 
the extent to which members were selected for their representativeness 
of particular Agee 

The perceptions of respondents varied somewhat regarding each 
of the resource items as indicated by standard deviations ranging from 
PeOeto wl. 4.0 ine particular, the respondents’ perceptions varied consider- 
ably regarding the extent to which Committee members were chosen for 
their previous Committee experience (Item 22a). These variations in 
perception should be kept in mind while reading the following data. 

As evidenced by the mean of 3.4 for Item 22a in Table 9.2, the respondents © 
indicated that "about half" of the Committee members were selected for 
their previous Committee experience. The mean of DG core ttem22b an 
Table 9.2 indicates that "most" of the members were perceived to have 
been selected for their expertise in the designated task area. The mean 
of 3.4 for Item 22c in Table 9.2 indicates that “about half" of the 
members were perceived by respondents to have been selected for their 
availability. The mean of 2.6 for Item 22d in Table 9.2 indicates that 
"most" of the members were perceived to have been selected for their 
expressed interest in the designated task area. The mean oper iach Lieys 
Item 22e in Table 9.2 indicates that "311" of the members were perceived 
by respondents to have been selected for their representativeness OL 
particular groups. 

Physical resources such as funds, materials, equipment, release 
time and/or facilities were previously described (Item 9) as having 
existed “to a small extent" as part of the intensity linkage variable. 

The aggregate score of 2.8 on this variable indicates that the 


resources of the Committee as perceived by Committee members might be 
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described as being adequate although the perceptions of respondents 


varied somewhat regarding resources items. 


Productivity 


Hopkirk (1977:93) defines productivity as "the actual outcomes 
which resulted from task demands, resources and process." Two major 
products may be identified: a final report or "action decisions," and 
member recognition or satisfaction. The productivity variable was 
measured using two items. Item 20 of the questionnaire measured the 
extent to which recommendations were produced by the Committee. Item 
23 of the questionnaire assessed how many of the Committee members 
received recognition for their work. 

As evidenced by the mean of 2.1 for Item 20 in Table 9.2, the 
respondents perceived that recommendations were produced by the Committee 
"to a great extent." The mean of 4.0 for Item 23 in Table 9.2 indicates 
that the respondents perceived that "some" of the Committee members 
received recognition and visibility for their work. 

In the aggregate, productivity, as represented by the 3.1 
aggregate score for the two productivity items, was perceived by 


respondents to have existed "to some extent." 


Committee Process Effectiveness 

Committee Process Effectiveness is a generalized assessment of 
the actual outcomes of the processes of the Committee. 

As indicated by the mean of 2.3 for Item 21 in Table 9.2, the 
processes of the Committee were perceived to have been effective "to a 


great extent." 
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Discussion of Process Activities 


Task demands. The aggregate score for the task demands variable 
was 2.6 which indicates that the task demands existed "to a great extent." 
The task demands could be said to have been well-defined. However, the 
respondents' perceptions differed somewhat regarding task demands. Part 
of their difference in perceptions may have arisen from the differences 
in member involvement in the task of the Committee. There appeared to 
be three "groups" within the Committee. One group included the chairman 
and one or two members who, on occasion, formed an informal steering 
committee for the AAHE Committee. A second group were interested and 
active members of the Committee, but not as involved as the steering 
group. A third group apparently were not overly involved in or committed 
to the task of the Committee and may be considered somewhat peripheral 
to the Committee. The perceptions of the task demands appeared to be 
higher for respondents who might be considered as members of the steering 
committee and increasingly lower for the other two groups. In fact, the 
questionnaire responses of two members of the Committee who might be 
considered in the third group were considered to be so incomplete and 
suffering from the effects of memory fade that they were not used in the 
calculations for this Committee. 

In general, respondents perceived that "to a great extent" the 
task of the Committee was complex as was the respondents' commitment to 
completion of the task within designated timelines. As well, respondents 
were involved in clarifying tasks "to a great extent" although much of 
this was done by the informal steering committee. Finally, respondents 


perceived little separation of the Committee from Faculty in order to 


accomplish its task. 
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Processes. The aggregate score for the processes variable was 
a mean of 2.8 which indicates that processes were perceived to have 
existed and been facilitative "to some extent." The members of the 
Committee were perceived to have exerted themselves "to a great extent." 
One respondent qualified his perception by stating that: 

. . . the chairmen were particularly task oriented, likely 
because there was more responsibility on their shoulders. Also, 
one or two were oriented towards (AAHE task) because of their 
professional interests or career interest while others were 
there more nominally because it was seen as being desirable 
to have representation from various departments ... .- 

Well-defined procedures were established for the operation of 
the Committee "to some extent." As one respondent stated: 

. . . The Committee was semi-structured. The operational 
leadership prepared documents to which the Committee members 
reacted, so this kept deliberations moving. 

Different leaders were perceived to have emerged depending 
upon the conditions in the Committee "to a small extent." The Committee 
was dominated largely by the co-chairmen. As one of the co-chairmen 
stated: 

. . . The most critical factor (in committee operation) is 
leadership--the designation of the chairmen and their commit- 
ment. In some ways, the Committee was legitimating the initia- 
tives of two central people, of an executive of the Committee. 

It doesn't sound too democratic but it works. 

Respondents perceived that "to a great extent" decision-making 

within the Committee was participative in nature. 


In general, the processes of the Committee were perceived by 


respondents to have been facilitative "to some extent." 


Resources. The aggregate score for the resources variable was 


a mean of 2.8 which indicates that the resources of the Committee as 
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perceived by respondents might be described as being adequate. 

"All" of the personnel were selected to the Committee for their 
representativeness of particular groups. "Most" were selected for their 
expertise in the selected task area and their expressed interest. "About 
half" of the personnel were selected to the Committee for their previous 
Committee experience and availability. However, the perceptions of 
respondents differed considerably on all of these items. 

Some of the differences of perception on these items and many 
other items in the study of this Committee, as mentioned earlier, may 
result from the nature of the personnel resources in the Committee. 

As one respondent noted: 

. . . In this Committee there were basically three groups: 

1. the task oriented persons--about three; 

2. those interested but not particularly productive-- 

about three; 
and 3. those who were there primarily as representatives-— 
about six. 
The researcher's perception of the Committee would support the basic 
tripartite nature of the Committee. As such, differences in perception 
are to be expected as a result of the level of involvement or commitment 
of the participants. 

A further variable was indicated in this Committee--the personal 
factor. As just mentioned, the level of commitment or involvement of 
Committee members appears to have had a strong influence on the linkages, 
Committee processes, and,in later stages, implementation, and may possibly 
constitute a major Committee resource. Without the ongoing commitment 
of the chairmen prior to, during, and after the Committee's life, there 


is every likelihood this Committee would have been blocked at level 


two of effectiveness of the conceptual framework. In addition, without 
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the direct commitment and involvement of the Dean, the Committee may have 
been blocked at level two of effectiveness of the conceptual framework. 
One respondent highlighted the importance of the personal factor by 
stating that: 


. . . in many cases it is one or two persons who carry the 
load. Other personal characteristics may be important factors. 


There is frequently a confusion of roles between the "task 
force" role or a policy decision role because I think they both 
require a different kind of operation and different kinds of 
people. If you get them mixed up on a committee they get 
frustrated. One group is trying to develop action alternatives 
and the others are there as “policy"™ or "political" representa- 
tives. They have different roles. 

Conceived in another way, there may be a need for an "advocate" to 
support and sustain a Committee through its various phases. 

One respondent noted the negative aspect of personal factors in 
this Committee. He claimed that the selection of the particular co- 
chairmen may have been a tactical error because of certain personal 
factors: "They may have been seen as having too strong a vested interest 
in the further development of (AAHE)." Thus both faces of the "advocacy" 
or "vested interest" or "commitment" consideration of the personal factor 
may be perceived in this Committee. 

Another respondent noted that a person's popularity may also be 
a consideration as part of the Committee processes: 

. . . whether or not people are “popular," that their ideas 

are in line with the thinking of Faculty. To be a member of 
the "in" group and in harmony with the thinking, of the Faculty 
is not necessarily good. 

Thus, in summary, the major reason for selection to this 


Committee may have been the representativeness of the person selected. 


In addition, however, the personal factors of persons selected for the 
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Committee received considerable discussion in the interviews of members 
of the AAHE Committee. The nature and extent of the discussion suggests 
that personal factors as they exist on a Committee may be either a 

strong positive or negative force for the accomplishment of the Committee 
task demands. In other words, the personal factor may be either a 


positive or negative Committee resource. 


Productivity. The aggregate score for the productivity variable 
was 3.1 which indicates that productivity was perceived to have existed 
"to some extent." -There was a major division between the two measures 
of productivity. The respondents perceived that "to a great extent" 
action decisions were produced by the Committee. One respondent 
succinctly summarized: the productivity of the Committee: ". . . The 
direction has been. set and some things are happening. The task was 
accomplished and the centre established." All respondents perceived 
that "some of the Committee members received recognition and visibility 
for their work. Thus, in summary, although the Committee was somewhat 
productive, its major productivity success was in the production of a 
report, not in the development of satisfaction or recognition for 


Committee members. 


Committee process effectiveness. The score for Committee Process 
Effectiveness was a mean of 2.3 which indicates that the process 
effectiveness existed "to a great extent" although there was some 
deviation among respondents regarding this perception. One member of 
the Committee tried to explain this high score for process effectiveness 


by stating that his response reflected a "long-range" perception: 
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. . . In the long-range (it was effective "to a very great 
extent"); in the short-range (it was effective "to a small 
extent or not at all"). The recommendations were not implemented 
right away. We had hoped they would be. The report was presented 
to Council. The first motion met a great deal of opposition. 
The other motions presented in the report just didn't get dealt 
with and the outcome was a move to table. It thus became deferred 
to the new Dean. He took administrative action along the guide- 
lines of the recommendations. Thus the long-range action was 
positive, but the immediate impact of the Committee was negative. 

Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood that Committee Process Effectiveness 
will be high if the ratings of task demands, processes, resources and 
productivity are high than if the ratings of task demands, processes, 
resources and productivity are low. Extrapolation from this generaliza- 
tion suggests that the lower the levels of task demands, processes, 
resources and productivity, the lower the level of process effectiveness 
is likely to be. 

If the scores for each variable are aggregated, with the 
exception of the Committee Process Effectiveness variable, a composite 
score of 2.8 as noted in Table 9.2 is achieved. The composite Committee 
Process Effectiveness score is 2.3 as noted in Table 9.2. These two 
scores do not fall within the same range on the general response scale 
used in the study. The composite score would be considered average, 
but the Committee Process Effectiveness score would be considered to be 
above average. Therefore, the concept developed within the review of 
the literature, that above average levels for the composite process 


variables should compare to above average levels of Committee Process 


Effectiveness, would appear to be unsubstantiated in this Committee. 
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IMPLEMENTATION 


This section of the chapter examines the actual use made Bist 
the Faculty-at-large of Committee decisions and recommendations, and 
factors which may have affected the actual use of the decisions and 
recommendations. As well, the effectiveness of the ena epen fae bags 
the recommendations is examined. The findings are presented under the 
headings of implementation strategies, project characteristics, 
institutional setting, and implementation effectiveness. Table 9.3 
contains data pertaining to these variables. A further sub-section 


discusses the implementation activities. 


Implementation Strategy 

An implementation strategy refers to the choices made by 
decision-makers about how to use “action decisions." The implementation 
strategy variable was measured using six items. Items 24 and 25 of the 
questionnaire measured the extent to which the Committee assessed 
respectively the political and economic feasibility of implementing its 
recommendations. Item 26 of the questionnaire assessed the extent to 
which the Committee developed alternative methods for implementing its 
recommendations. Item 27 of the questionnaire measured the extent to 
which members of the Faculty met to adapt the Committee's recommendations 
to the perceived needs of specific groups within Faculty. Items 28 and 
29 of the questionnaire assessed the extent to which members of the 
Faculty-at-large were provided respectively with means to acquaint 
themselves with Committee recommendations or to develop materials or 


aids to carry out some aspects of the recommendations of the Committee. 
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As evidenced by the mean of 2.7 for Item 24 of Table 9.3, the 
Committee assessed the political feasibility of implementing recommenda- 
tions "to some extent." The mean of 2.3 for Item 25 of Table 9.3 
indicates that the Committee members perceived themselves as having 
assessed the economic feasibility of implementing its recommendations 
"to a great extent." As indicated by the mean of 3.0 for Item 26 of 
Table 9.3, the Committee developed alternative methods for implementing 
its recommendations. The mean of 4.2 for Item 27 of Table 9.3 indicates 
that the Committee members perceived that the members of Faculty met "to 
a small extent" to adapt the Committee recommendations to the perceived 
needs of specific groups within the Faculty. As evidenced by the mean 
of 4.6 for Item 28 of Table 9.3, members of the Faculty-at-large were 
perceived by Committee members to have been provided with the means to. 
acquaint themselves with Committee recommendations "to a very small 
extent or not at all." The mean of 5.0 for Item 29 of Table 9.3 indicates 
that the members of the Faculty-at-large were provided the means to 
develop materials or aids "to a very small extent or not at all" to 
carry out some aspects of the recommendations of the Committee. 

In the aggregate, the mutual adaptation perspective to implemen- 
tation strategy, as represented by the aggregate score of 3.6, was 


perceived by respondents to have existed "to a small extent." 


Project Characteristics 


Project characteristics refer to the substance and scope of the 
changes proposed by the Committee "action decisions." The project 
characteristics variable was measured using three items. Item 30 of 


the questionnaire measured the extent to which increased coordination 
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was required within Faculty as a result of Committee recommendations. 
Item 31 of the questionnaire assessed the extent to which implementation 
of Committee recommendations required changes of Faculty regulations or 
procedures. Item 36 of the questionnaire assessed the need for behavior 
changes on the part of Faculty as a result of the Committee's recomenda- 
tions. 

As evidenced by the mean of 3.6 for Item 30 in Table 9.3, the 
recommendations of the Committee were perceived by Committee members 
to have generated a need for increased coordination within the Faculty- 
at-large "to a small extent." However, as the standard deviation of 1.2 
indicates, the perceptions of respondents varied somewhat regarding this 
item. The mean of 3.1 for Item 31 of Table 9.3 indicates ree Committee 
members perceived that the implementation of the recommendations of the 
Committee required changes of Faculty regulations or procedures "to 
some extent." However, the perceptions of respondents varied from "to 
a great extent" to "to a very small extent or not at all" regarding 
this item. As indicated by the mean of 4.0 for Item 36 of Table 9.3, 


"some." 


the respondents perceived that changes in Faculty occurred for 
In the aggregate, the project characteristics, as represented 
by the aggregate score of 3.6 for the foregoing items, was perceived 


by respondents to have affected the implementation of AAHE Committee 


action decisions "to a small extent." 


Institutional Setting 


Institutional setting refers to the extent of receptivity or 
hostility of the members of the institution to the recommendations of 


the Committee. The institutional setting variable was measured using one 
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item with six parts. Item 35a of the questionnaire measured the 
receptivity of the Senior Administration to Committee recommendations 
as perceived by Committee members; 35b measured the receptivity of the 
academic staff; 35c measured the receptivity of the students; 35d measured 
the receptivity of the Teachers' Association; 35e measured the receptivity 
of the Trustees' Association; and 35f measured the receptivity of the 
Departments of Education and Advanced Education and Manpower as perceived 
by Committee members. 

As evidenced in the mean of 2.1 for Item 35a in Table 9.3, the 
respondents indicated that the Senior Administration were "receptive" 
to the recommendations of the Committee. However, as the standard 
deviation of 1.2 indicates, the perceptions of respondents varied regarding 
this item. The mean of 3.0 for Item 35b in Table 9.3 indicates that 
the academic staff were perceived by the respondents to be "indifferent" 
to the Committee recommendations. As indicated by the mean of 2.8 for 
Item 35c in Table 9.3, the students were perceived to be "indifferent" 
to the recommendations of the Committee. The mean of 3.0 for Item 35d 
in Table 9.3 indicates that the Teachers' Association was perceived by 
the respondents to be “indifferent" to the recommendations of the Committee. 
As evidenced by the Lee of 3.0 for Item 35e in Table 9.3, the Trustees' 
Association was perceived by respondents to be “indifferent" to the 
recommendations of the Committee. The mean of 2.0 for Item 35f indicates 
that the respondents perceived the Departments of Education to be 
"receptive" to the recommendations of the Committee. 

In the aggregate, the institutional setting, as represented by 
the aggregate score of 2.7 for the foregoing items, was perceived by 


respondents to have been "indifferent" to the recommendations of the 


Committee. 
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Implementation Effectiveness 


Implementation effectiveness is measured by the extent of adapta- 
tion of Committee recommendations, and the perceived success and continua- 
tion of Committee recommendations. The implementation effectiveness 
variable was measured using three items. Item 32 of the questionnaire 
measured the extent to which the Committee recommendations were modified 
during the time of implementation. Item 33 of the questionnaire assessed 
the perceived success of implementation. Item 34 of the questionnaire 
measured the extent to which the recommendations of the Committee have 
been continued in Faculty. 

As evidenced by the mean of 3.5 for Item 32 in Table 9.3, the 
Committee recommendations were perceived by respondents to have been 
modified "to a small extent" during the time of implementation. However, 
as the standard deviation of 1.1 indicates, the perceptions of respondents 
varied somewhat regarding this item. The mean of 3.4 for Item 33 in 
Table 9.3 indicates that the recommendations of the Committee were 
perceived by respondents to have been implemented "to some extent." 
However, as the standard deviation of 1.3 indicates, the perceptions 
of respondents varied considerably regarding this item. The mean Os 
2.8 for Item 34 in Table 9.3 indicates that the results of Committee 
recommendations were perceived by respondents to have been continued 
"to some extent." However, the perceptions of respondents varied from 
"to a very great extent" to "to a very small extent or not at ali" 
regarding this item. 

In the aggregate, implementation effectiveness, as represented 
by the 3.2 aggregate score for the implementation effectiveness items, 


was perceived by respondents to have existed "to some extent." 
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Discussion of Implementation 


Activities 


Implementation strategy. The aggregate score for the implemen- 
tation efor bes variable was 3.6 which indicates that "to a small extent" 
the Dore lene aaron was perceived to have been characterized by a eee 
adaptation perspective to implementation. The responses from the 
questionnaire and the subsequent interviews indicate that the Committee 
assessed the political feasibility of implementing its action decisions 
"to some extent." In particular, as one respondent noted: 

- - - Assessing the political forces was done, not so much 

by the total Committee, but almost by a steering Committee. 
(The chairmen) and one or two others even met to plan strategies 
as to how things could be gotten through Committee. 

As well, the Committee assessed the economic feasibility of 
implementing its action decisions "to a great extent." However, one 
respondent noted that the economics of the Committee's recommendations 
were "the major hang up" to implementation. Only the "assurances by 
(the Dean) that other budgets would not be cut" allowed the recommenda- 
tions to be implemented. Current funding of the resultant Centre for 
the Study of Post-Secondary Education is through a contingency fund. 

The Committee developed alternative methods for implementing 
its action decisions "to some extent"; the members of the Faculty met 
to adapt the Committee action decisions to the perceived needs of specific 
groups within the Faculty "to a small extent"; and members of the Faculty- 
at-large were provided with means to acquaint themselves with Committee 
action decisions and/or to develop materials or aids to carry out some 


aspects of the action decisions of the Committee "to a very small extent 


he igvehe Eke LIA Y 


i ’ 
tT] 
~ pLeemk erie 
5 192-0 AD i H 83 era 
i P all | | y ie abe 
jaw: geet ss me (Sed uh et pS nave, 4 , oes ‘od bev WLOrs rk aay rn = 
T te ‘ ' a SF ™ r a ve ; 
omy TAU) ee bien ie . te re 
ad? mort prantogeet ect «wo hoe penne “¢ it of evisosqezeq 
ae " Pie wl @ 1 1. @.? - : € 
sorties aft dad asmoibns Be i eit i tnewpaes ase ads bag, asi > btaets 
| : ? 1, 

‘Oo . ba Rok a 
earns} ee } by mown fered | 3 «sme > fT beth > ae a “ Lod a2 * AAR 
Serre afte shee SSR «fe od ok pari ow re Pee. — = rai tidiuest iss z = tape = = . oz P 

| bp thie 
7 
sbeten Jashnogeet S70 34 ,zaluoitsed aft ” pn0sKe | Sha 
g ay ¢ ne ‘ f bay ) 

vi . ; > j i : 
doum o2 tou ,eneh BBY genx? [6 idilog oa? pateseasa. +. - 
esta lea pt jaese a ve tec stad Sock os thm aed 

imeaxtats nits oF hes ava = ort: 4H a 10 emo SyLa & oe 
SJ > spirits itt 2208 od nasa apasis 
® 
* tial . a r rT : r 
a x a Cul 4 aoeeoe ea) ie Bi! soi a ‘ent ' it ow 2 
7. : & | 7 Noe ; 
, ae Po Ort a ese ce. ca 
,teveron - wo yt aeg 18- 9 qaoXe % os” ern barca Hoke oS ‘e9i palsnm ; 
‘ - ; ; ¥ - : | : ne 4 
; emojet E eateleme? elt 26 20 LHS ay “mats ‘bata 3 
: : ; ~ + 7 
; Me f TF { - a - 
{ Wetowusene” oop ‘ehao "yt LF KIC lami of as past sot pit § 
v) : \ i aa *S 
» 4 er a - as. G os ita mguD £6 JOG B Liew a nobud xed 4 yeas 
my ee IBIS” 
; ae aa ie Y a) ee ie ee | ; 
2a. eso | ue aime ttt to vottitw? Cnet er = Pi 
Ai 1! ay n its nm ” De ww 7 
«bet Y godwet isos 's "ages its af hose nas ‘pealories oe se-38 to Yhuse eho 
e { - or 9 e : 
" ‘. 7 1a oe ” a a - =~ 
gts site ares begat bast ; ons Sv.- - ad Le ‘bei sr a5 ii Tro ant 
Te i yo ( ha : en) . ; 
‘ . y - 7 
sda yol oduesiciie sty $0 ‘i se sn “snares ve ae seat 268) dos sae 
1 a f r ‘hal 
} 4 rr : v; ‘ 7 a ip 
hal m rary ee 
weds bial b alhos at vf Sebel ads ‘od aiotatsed nol be ed + oes edt 346. 
re i > mY rvY ; rs, i) : 
a a vee wht tp es sa © fis pe 3 Gh Le 
| a a 


ao? 


v) 


eid as hae vy 
gi Lames. J is iw ; vil . " a 


ford 


rp 
Dad 
9 


In addition, three respondents commented on the element of timing 
in bringing forward the recommendations to FEC. The recommendations 
were presented while there was an Acting Dean in the Faculty. The 
suggestion was made that an Acting Dean is reluctant to promote any 
particular viewpoint and therefore to leave the new Dean with undesirable 
decisions. Thus no action is taken. As well, the recommendations, 
which suggested an expansionary role for Faculty, were presented ina 
period of economic restraint. Faculty were reluctant to "give up" any 
of their departmental economic security to contribute to a new Faculty 
venture. Thus the timing of the recommendations was viewed as having 
been inappropriate, but unavoidable. 

In general, the AAHE Committee was characterized "to a small 


extent" by mutual adaptation. 


Project characteristics. The aggregate score of the project 
characteristics variable was a mean of 3.6 which indicates that "to a 
small extent" the implementation was affected by the substance and 
scope of the changes proposed by the Committee action decisions. 

The action decisions of the Committee generated a need for 
increased coordination within the Faculty-at-large "to a small extent," 
although the perceptions of respondents differed somewhat on this item. 

The implementation of the action decisions required changes of 
Faculty regulations or procedures "to some extent." Once again, however, 
the perceptions of respondents differed somewhat. As one respondent 


noted: 


. . . The interesting feature of this Committee was that the 
Committee was set up to establish structural implementation of a 
principle that had been established, but the Faculty of Education 
was less willing to accept the implications of its own earlier 


implications. 
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The inference was that Faculty was unprepared to support the structural 
and procedural changes which would have been required if the Committee's 
report had been accepted totally in spite of earlier commitments to 
change certain procedures and/or structures. 

Changes in Faculty behavior occurred only for "some." 

In general, the project characteristics of the AAHE Committee 
affected the implementation of AAHE Committee action decisions "to a 


small extent." 


Institutional setting. The aggregate score for the institutional 
setting variable was a mean of 2.7 which indicates that the institutional 
setting was perceived to be "indifferent" to the action decisions of 
the AAHE Committee. 

Senior Administration was perceived by respondents to be “receptive” 
to the action decisions of the Committee although the perceptions of 
Lepeyaaaaw differed somewhat on this item. In particular, the Dean 
was identified as having been a critical factor in whatever actual use 
of Committee recommendations occurred. The Departments of Education also 
were perceived to be "receptive" to the recommendations of the Committee. 
All other groups within the institutional setting--academic staff, 
students, Teachers' Association and Trustees' Association--were perceived 
to be “indifferent" to the recommendations of the Committee. In the 
interviews, the "indifference" of academic staff was qualified somewhat. 
The "indifference" was perceived to be more of a balancing of forces 
which were in favor of or against the recommendations rather than being 


actual indifference. 
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In general, the action decisions of the AAHE Committee were 


introduced into an "indifferent" institutional setting. 


Implementation effectiveness. The aggregate score for implemen- 


tation effectiveness was 3.2 which indicates that implementation 
effectiveness existed "to some extent." However, some wide differences 
in perception can be discerned regarding the effectiveness of the 
implementation. As discussed in earlier portions of the discussions of 
the findings in this chapter, the differences in perceptions may be 
attributable to differences in member: involvement in the task of the 
Committee and also may be dependent, in part, on definitions of what 
constitutes effectiveness. The leadership of the Committee and some 

of those members who might be considered as being part of the steering 


W 


committee perceived higher levels of implementation and "success" than 
those who were less involved. In some cases the more peripheral members 
were not even aware that any implementation had occurred. The views of 
others who had anticipated greater changes are represented by the 
statement of one respondent who said: 
. . . The Centre (for the Study of Post-Secondary Education) 
as it exists is a bit different from what we recommended. But 
there are no major changes. The major shift is the degree to 
which the Centre was to give leadership in the establishment 
of new courses ... . The Centre is not doing that. 
In general, action decisions were modified during implementation 


"to a small extent"; implementation occurred "to some extent"; and the 


results of the Committee's recommendations have been continued “to some 


extent." 
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Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is nore likelihood that implementation effectiveness will 
be high if the mutual adaptation perspective to implementation and 
institutional setting are rated high and the project characteristics 
are rated low than if the mutual adaptation perspective to implementation 
and institutional setting are rated low and the project characteristics 
are rated high. 

If the scores for each variable are aggregated, with the exception 
of the measures of implementation effectiveness variable, a composite 
score of 3.3 as noted in Table 9.3 is achieved. The measures of 
implementation effectiveness score is 3.2 as noted in Table 9.3. These 
two scores fall within the same range on the general response scale used 
in this study. Both scores would be considered to be moderate; the 
scores indicate that "to some extent" the implementation variables existed 
and that "to some extent" the implementation effectiveness existed. 
Therefore, the concept developed within the review of the literature 
would appear to be substantiated in this Committee: average levels for 
the composite implementation variables score compare to average levels 
of implementation effectiveness. 

As well, the anticipated directions of the variables within the 
composite score were barely substantiated. A review of the literature 
suggested that, in relative terms, the implementation strategy score 
and institutional setting score should be higher than the project 
characteristics score. These directions were considered to be substantiated 


even though the implementation strategy score was the same as the project 
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characteristics score. A judgment was made by the researcher that the 
implementation strategy score was not lower than the project character- 
istics score and therefore the benefit of the tied score should be granted 


to the support of the concept developed within the literature. 


EFFECTIVENESS 


This section of the chapter examines the overall effectiveness 
of the AAHE Committee. The overall effectiveness rating was computed 
from the aggregated ratings of the preceding linkage activities, 

Committee processes, and implementation ratings. Table 9.4 contains 
data relating to this variable. 

The perceptions of respondents varied somewhat regarding the 
perceived effectiveness of the various aspects of this Committee as 
indicated by the standard deviations which ranged from 1.1 to 1.4. These 
variations should be kept in mind while reading the following data. As 
indicated by the linkage effectiveness score of 3.1 in Table 9.4, the 
linkage activities of the AAHE Committee were perceived to be effective 
"to some extent." The Committee process effectiveness Score OL 20s 01n 
Table 9.4 indicates that the processes of the Committee were perceived 
to have been effective "to a great extent." The implementation effective- 
ness score of 3.2 in Table 9.4 is evidence that implementation was 
perceived to have been effective "to some extent." As evidenced by the 
score of 2.9 in Table 9.4, the overall effectiveness of the AAHE Committee 


was perceived to exist "to some extent." 
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SUMMARY 


The mission of the AAHE Committee was to consider the most 
appropriate structures for implementing the recommendations of a prior 
Ad Hoc Committee. A summary of the findings regarding the effectiveness 
of the Committee in accomplishing its task is displayed in Table 9.5 
and presented descriptively in the following paragraphs. 

A number of linkages between the Committee and Senior Administra- 
tion and the Committee and Faculty-at-large were examined in order to 
determine the extent to which the linkages had been effective, and the 
eerent to which the first level of effectiveness of the conceptual frame- 
work (Ey of Figure 2.1) had been achieved. Five variables were examined 
to determine the extent to which they existed as part of the linkage 
dimension of the temporary adaptive system as conceptualized. Formaliza- 
tion was perceived by respondents to have existed "to a great extent." 
Reciprocity, intensity, positive consensus and functionality-over-time 
existed "to some extent." In the aggregate, linkage effectiveness was 
perceived by respondents to have existed "to some extent." In general, 
the concept developed within the review of the literature regarding 
linkage activities would appear to be substantiated in this Committee: 
moderate levels for the aggregated linkage variables compare to a moderate 
level of linkage effectiveness. 

Four variables were examined in the next section of the chapter 
in order to determine the extent to which Committee Process Effectiveness 
had been effective, and the extent to which the second level of effective- 
ness ae the conceptual framework (E, of Figure 2.1) had been achieved. 


Well-defined task demands were perceived to have existed "to a great 
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Table 9.5 


Summary of the Findings Regarding the AAHE Committee* 


Aggregate Concept 
Score for Composite Substantiated or 
Variable Variable Score ’ Unsubstantiated 
LINKAGE VARIABLES 
Formalization D2 
Reciprocit : : : 
P : Y oo 3-1 Substantiated 
Intensity Sia Within” 
Positive Consensus Big dl, as ze 
Functionality-over-time Des — 
range 
General Linkage Effectiveness Hes) 
PROCESS VARIABLES 
Task Demands DiS 2.8 
Processes . Deo 7 Noe Unsubstantiated 
Resources: Personnel 265 oe tie 
Product Sia: 
same 
General Process Effectiveness 2.3 )range 
IMPLEMENTATION VARIABLES 
Implementation Strategy B55 (5) 3.2 enerenrietad 
Project Characteristics Chls) iodide 
| : : Within 
Institutional Setting Dew, 
same 
: : range 
General Implementation Effectiveness Slee g 


OVERALL EFFECTIVENESS 


= to some extent 
to a great extent) 2.9 = to some 
to some extent extent 


Linkage Effectiveness on 
Process Effectiveness eis 
Implementation Effectiveness Site 


*Scores: 1.0 1.8 = to a very great extent 
bo 8) 2.6 = to a great extent 

2.7 to 3.4 = to some extent 

Sa 4.2 = to a small extent 

4.3 nO) 


= to a very small extent or not at all. 
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extent." Facilitative processes, adequate resources and productivity 
were perceived by respondents to have existed "to some extent." In 
addition, a further variable of importance to the processes of the 
Committee as a major resource was “the personal factor." A variety 
of terms were used which might be located within such a factor: level 
of commitment, level of involvement, advocacy, vested interest, and 
popularity. In general, the concept developed within the review of the 
literature, namely that above average levels for the composite process 
variables should compare to above average levels of Committee Process 
Effectiveness, would appear to be unsubstantiated in this Committee. 
Three variables were examined in the implementation section of 
the chapter in order to determine the extent to which effective implemen- 


tation as laid out in the conceptual framework (E, of Figure 2.1) had 


3 
been achieved. The mutual adaptation perspective to implementation 
existed "to a small extent"; the project characteristics affected the 
implementation of AAHE Committee recommendations "to a small extent"; 
and the institutional setting was "indifferent." In addition, a further 
variable, most likely part of the implementation strategy intervening 
variable was mentioned. The variable for consideration is "timing" or 
the most auspicious moment at which action decisions may be presented 

to Faculty. In the aggregate, effective implementation was perceived 

to have existed "to some extent." In general, the concept developed 
within the review of the literature would appear to be substantiated; 
average levels for the composite implementation variables score compare 


to average levels of implementation effectiveness. As well, the 


anticipated directions of the variables within the composite score were 
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barely substantiated. A review of the literature suggested that, in 
relative terms, the implementation strategy score and institutional 
setting score should be higher than the project characteristics score. 
These directions were considered to be substantiated even though the 
implementation score was the same as the project characteristics score. 
In terms of the conceptual framework concerning the effectiveness 
of temporary adaptive systems (Figure 2.1), the AAHE Committee achieved 
effectiveness on the three possible levels: linkage effectiveness "to 
some extent"; process effectiveness "to a great extent"; and implemen- 


tation effectiveness "to some extent." 
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CHAPTER 10 


UNDERGRADUATE STUDIES REVISION COMMITTEE 


The Committees in this study are described in the sequence in 
which the data were collected. Chapters 4 and 5 describe two Committees 
in the Faculty of Education at the University of Calgary; Chapters 6, 7 
and 8 describe three Committees in the Faculty of Education at the 
University of Lethbridge; and Chapters 9 and 10 describe Committees 
in the Faculty of Education at the University of Alberta. 

This chapter presents a descriptive analysis of the Undergraduate 
Studies Revision Committee of the Faculty of Education at the University 
of Alberta. The chapter is divided into six major sections: »ackground 
information on the Undergraduate Studies Revision Committee, linkage 
activities, Committee processes, implementation, effectiveness, and a 
summary of the findings. 

Data contained in this chapter were collected from Faculty of 
Fducation Council minutes, minutes of the Undergraduate Studies Revision 
Committee and by means of questionnaires from seven of the nine members 
of the Undergraduate Studies Revision Committee. Two members, the 
Secretary and research assistant, were not included in the study. Of 
the seven respondents, seven returned the questionnaires and five were 
interviewed. Mean scores and standard deviations were computed for 
each item in the questionnaire. Each item had five response categories. 


The mean scores for most items that fell within the ranges On: 
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were treated as representing the first response 

“to a very great extent"; 

were treated as representing the second response 
"to a great extent"; 

were treated as representing the third response 

"to some extent"; 

were treated as representing the fourth response 
"to a small extent"; and 

were treated as representing the fifth response 


"to a very small extent .or not at all." 


Where a variable was measured using more than one item, an aggregate 


score for the variable was computed by combining all the scores of the 


items and dividing by the number of respondents to achieve a mean score 


for the variable. 


BACKGROUND 


The Undergraduate Studies Revision (USR) Committee was established 


by the Faculty of Education Council (FEC) in May, 1976 as an outgrowth 


of a previous Committee to Study Perceptions of the Component Model. 


The Component Model was a method of organization for the undergraduate 


program of the Faculty of Education. The USR Committee was composed of 


nine members and chaired by the Associate Dean. Of the five members 


interviewed, four perceived the USR Committee to have been an "action" 


Committee, the fifth perceived the Committee as an information gathering 


Committee with secondary "action" characteristics. 


The purpose 


of the Committee was set out in the FEC meeting of 
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May 4, 1976 wherein a motion of FEC stated: 


Moved that Faculty Council establish a (USR) Committee 
to thoroughly examine the Faculty's B.Ed. degree and teacher 
certification; the committee to be composed of one represen- 
tative from each department, named by the department, and a 
representative of the Dean's, named by the Dean, and others 
from within or without the Faculty to be named by the Committee 
if it so wishes, and to report to Faculty Council at its 
December 1976 meeting. 


In carrying out its purpose, the USR Committee completed a 


number of tasks. The USR Committee, in a Discussion Paper (April, 1977) 


outlined a series of sub-tasks which had been dealt with by the Committee: 


Three main variables and areas of investigations have been 
studied with respect to their individual and combined effects 
upon the quality of teachers the Faculty of Education provides 
for the classroom. These variables are: 
A. the nature and ability of the students registered in 
the Faculty of Education, 
B. the nature of the courses and programs taken by the 
student as part of the requirements for the degree and/or 
recommendation for certification, and 
C. the supporting services, the structure and organization 
and the utilization of human and physical resources in 
the Faculty of Education. 
The USR Committee invited departments, .interest groups and individuals 
in the Faculty to make submissions to the Committee, either in person or 
in writing. Some attempts were made to obtain input from various educa- 
tion-related organizations and their representatives. A research 
assistant was employed to review the literature on teacher education 
and to study teacher preparation programs in Canada and in other parts 
of the world. An interview survey of a randomly selected sample of 
fourth year B.Ed. students and of second year graduates in teaching were 
conducted. An interim report was made to Dean's Advisory Council and 


Executive Council in November, 1976 and to FEC in December, 1976. A 


discussion paper was circulated to Faculty members in April, 1977. 
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Faculty members were invited to submit written reactions and to attend 
two open meetings in April, 1977 for the purpose of discussing and 
reacting to the report. The final report incorporated the reactions 


of Faculty members and was presented to FEC in April, 1977. 


LINKAGE ACTIVITIES 


This section of the chapter examines linkages between the USR 
Committee and the Senior Administration, as well as between the USR 
Committee and the Faculty-at-large. The effectiveness of the linkage 
activities of the USR Committee also was examined. The findings are 
Se under the headings of formalization, reciprocity, intensity, 
positive consensus, and functionality-over-time. Table 10.1 contains 
data pertaining to these variables. A further sub-section discusses 


the linkage activities. 


Formalization 
Formalization is the degree to which the intraorganizational 
relationship is given official sanction by the parties involved. The 


formalization variable was measured using two items. Item 1 of the 


questionnaire measured the extent to which the relationship between the 


Faculty and the Committee was given official or formal sanction. Item 


3 of the questionnaire assessed the extent to which an intermediary 


coordinated the relations between the Senior Administration (or Faculty 


Council) and the Committee. The scores of the two items then were 


aggregated to provide an aggregate variable score. 


As indicated by the mean of 3.1 for the first item in Table ie) Sar 


detailed written terms of reference were perceived on the average to 
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exist for the Committee "to some extent." However, the perceptions of 
respondents differed considerably in relation to this item as evidenced 
by the responses which ranged from "to a great extent" to "to a very 
small extent or not at all." In the FEC minutes (May, 1976) the terms 
of reference for the USR Committee were broadly stated and underwent 
considerable redefinition within the Committee. The primary resources 
included the personnel, in particular the chairman and members, plus 
a secretary/administrative assistant and a research assistant. The 
procedures were undefined in the terms of reference. An interim report 
was to be presented within six months of the inception of the Committee. 

As evident from the mean of 1.3 for Item 3 in Table 10.1, linkage 
between the Senior Administration and the Committee was perceived to 
have existed "to a very great extent." 

In the aggregate, formalization of linkages among the parties 
involved, as represented by the aggregate score of 2.2 for the foregoing 


items, was perceived by respondents to have existed "to a great extent." 


Reciprocity 


Andrews (1978:8) defines reciprocity as "the relative contribu- 
tion of various parties in the relationship." 

As indicated by the mean of 2.0 for Item 2 of Table HOS, wish 
terms of reference for the Committee were perceived "to a great extent" 
to have been arrived at cooperatively by the Committee members and 
Senior Administration. However, the perceptions of respondents seemed 
to differ considerably on this item as evidenced in their responses which 


ranged from "to a very great extent" to "to a small extent." 
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Intensity 

Intensity is the resource investment, both human and material, 
that an organization has to make in order that the intraorganizational 
relationship between selected parts be viable. Four items in the 
questionnaire addressed different aspects of intensity. The human 
investment was defined in terms of meeting time committed by the various 
parties. Items 4, 5 and 7 were used to measure the amount of involve- 
ment demanded respectively on the part of Committee members, on the 


part of Senior Administration (or Faculty Council) in conjunction with 


the Committee, and on the part of other members of Faculty in conjunction 


with members of the Committee. Item 9 of the questionnaire assessed 
the extent to which the Committee was provided with resources such as 
funds, materials, equipment, release time and/or facilities. 

As indicated by the mean of 1.0 and the standard deviation of 
0 for Item 4 in Table 10.1, all members of the Committee agreed that 
they met "to a very great extent" from the time the Committee was 
founded until it was dissolved. Although the variance was great in 
the members' responses for Item 5, concerning the extent to which the 
Committee met with Senior Administration, on the average the members 
reported that they had met with Senior Administration (or FEC) "to 
some extent." There was more agreement among members and a “higher" 
average rating given in relation to the communication with the Faculty- 
at-large; the mean of 1.7 on Item 7 suggests that the Committee and 
Faculty-at-large communication was perceived as having occurred "to 
a very great extent." As evidenced by the mean of 2.3 for Item 9 in 


Table 10.1, the material resources to carry out the Committee tasks 
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were perceived to have been sufficient "to a great extent." However, 
the standard deviation of 1.1 on this item indicates a variation in 
perceptions regarding the sufficiency of the resources supplied to the 
Committee. 

The aggregate score of 2.0 on this variable indicates that the 
intensity of resource investment was perceived by respondents to have 


existed "to a great extent." 


Positive Consensus 

Benson (1975:235) defines positive consensus as: 

. . . the agreement among participants in organizations 
regarding the nature of the tasks confronted by the organiza- 
tions and the value of and appropriateness of the approaches 
to those tasks. 

As indicated by the mean of 2.4 and standard deviation of 0.5 

for Item 10 in Table 10.1, the Committee members appeared to agree 


strongly that the Faculty-at-large considered the task of the Committee 


to be worthwhile "to a great extent." 


Functionality-over-time 


Functionality-over-time refers, in the present study, to the 
extent to which organizational linkages remain functional over the 
period of time during which the Faculty and the Committee were related. 

As indicated by the mean of 2.3 and standard deviation of 0:8 
for Item ll in Table 10.1, the Committee members appeared to agree that 
the relationships between the Faculty and Committee remained active and 


functional "to a great extent" throughout the life of the Committee. 
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Linkage Effectiveness 


Linkage effectiveness is a generalized assessment of the 
effectiveness of the linkages among the Committee, Senior Administration 
and Faculty-at-large. 

The linkage effectiveness variable was measured using two items. 
Item 6 of the questionnaire measured the extent to which liaison relation- 
ships between the Senior Administration and the Committee were perceived 
to be effective Item 8 of the questionnaire assessed the extent to 
which the liaison relationships between the Faculty-at-large and the 
Committee were perceived to be effective. The scores of the two items 
were then aggregated to provide an aggregate variable score. 

As indicated by the mean of 1.3 for Item 6 in Table 10.1, the 
liaison relationships between the Senior Administration and the Committee 
were perceived by Committee members to be effective “to a, very eee 
extent." 

As eee ines the mean of 2.5 for Item 8 in Table 10.1, the 
liaison relationships between the Faculty-at-large and the Committee 
were perceived by Committee members to be effective "to a great extent." 

In the aggregate, effectiveness of linkages, as represented by 
the aggregate score of 1.9 for the two linkage effectiveness items and 
the interview responses, was perceived by respondents to exist "to a 


great extent." 
Discussion of Linkage Activities 


Formalization. The aggregate score for the formalization 
variable was a mean of 2.2 which indicates that formalization existed 


"to a great extent." The responses from the questionnaire and the 
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subsequent interviews with Committee members suggest that ee linkage 
between Senior Administration and the Committee may account, in large 
measure, for the perceived score for formalization. The linkages 
between Senior Administration and the Committee was accomplished, at 
least in part, by having one person serve in two roles: the Associate 
Dean (Senior Administration) was also the chairman of the Committee. 
Written terms of reference appeared to be less critical than the Senior 
Administration-Committee relationship in terms of creating a "high" 
formalization score. In fact, the respondents held somewhat differing 
perceptions regarding the extent to which terms of reference existed and 
one response on the questionnaire indicated that one respondent considered 
the terms of reference to have existed "to a very small extent or not 

at all." Thus, in summary, formalization existed "to a great extent" 
and the moderately high formalization score apparently was dependent, 

in large measure, on a very extensive (very high) relationship between 
the Senior Administration and the Committee rather than on any written 


terms of reference. 


Reciprocity. The score for the reciprocity variable was a mean 
of 2.0 which indicates that reciprocity existed "to a great extent.” 
This means that "to a great extent" the terms of reference of the Committee 
were perceived as having been arrived at cooperatively by the Committee 
members and the Senior Administration, although respondents' perceptions 
differed somewhat on this item. The original terms of reference were 
defined within FEC, but a considerable amount of redefinition occurred 
within Committee wherein the chairman (the Associate Dean) and members 


worked cooperatively to specify the terms of reference more clearly. 
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The differences in perception on this item may result from respondents 
answering the item with reference either to the original terms of 


reference or the redefined terms of reference. 


Intensity. The aggregate score for the intensity variable was 
2.0 which indicates that intensity existed "to a great extent." The 


responses from the questionnaire and the subsequent interviews with 


Committee members indicated that, in terms of the human investment, 


a considerable investment of staff time was committed to the development 


of the Report. The Committee itself met approximately once a week for 
at least one and one-half hours at a time for one academic year. The 
final report-writing involved a three day sequestered session. In 
addition, a number of contacts. were made with departments within the 
Faculty and with other education-related agencies outside the Faculty 
to discuss the Committee task. As well, as mentioned previously, the 
Associate Dean was chairman of the Committee and this fact may account 
for most of the perceptions regarding the extent to which Committee 
members met with Senior Administration. 

The material resources to carry out the Committee task were 
perceived to have been sufficient "to a great extent" although the 
perceptions of respondents differed somewhat on this item. As one 
respondent noted, ". . . some institutional resources were diverted 
in terms of the Associate Dean and his assistant." In addition, the 
Committee was assigned a research assistant and had high accessibility 


to any informational sources which were required to facilitate their 


work. Thus, in summary, intensity existed "to a great extent" and the 


high intensity score was dependent, in large part, on an intensive invest- 


ment of time by participating staff members. 
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Positive consensus. The score for the positive consensus variable 
was a mean of 2.4 which indicates that positive consensus existed "to 
a great extent." A number of illustrative comments indicate the percep- 
tions of Committee members regarding the Faculty perspective of the 
Committee: 


- - « Once the Committee was in motion, most people let the 
Committee do it. Only interest groups appeared. 


. . . They (Faculty) voted and accepted it (the report) by 
a big majority so I assume they were basically in agreement 
with the idea of restructuring the program. 


. . . (Faculty) concern was more with what kinds of problems 
the Committee would create for individuals, rather than the 
hope that the Committee would come up witha better way of doing 
things. 


.- . . Our recommendations were a reaffirmation that any 
program should be seen as a Faculty program rather than depart- 


mental programs .... This was accepted superficially... . 
This is more a shift in perspective, not necessarily a structural 
reorganization .... As a result, you get a great deal of 
variation of interest across departments in the undergraduate 
program. 


Functionality-over-time. The score for the functionality-over- 
time variable was a mean of 2.3 which indicates that functionality-over- 
time existed "to a great extent." The explanation for this moderately 
high score may be related, in the judgment of the researcher, to the 
intensity variable and particularly to the level of human investment in 


the Committee. 


Linkage effectiveness. The aggregate score for the linkage 
effectiveness variable was a mean of 1.9 which indicates that linkage 


effectiveness existed "to a great extent." The respondents, in general, 


believed that whatever Committee-Senior Administration linkage effectiveness 
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existed appeared to have resulted from the dual roles of the Chairman- 
Associate Dean. The effectiveness of the linkages between the Committee 
and Faculty-at-large was perceived by respondents, in interviews, to 

have resulted mainly from the many contacts which were made between 

the Committee and the Faculty-at-large regarding the task of the Committee. 
Thus, in summary, linkage effectiveness existed "to a great extent" 

and this linkage effectiveness was dependent, in large measure, on the 
roles of selected individuals and on frequent contacts by the Committee 


with other involved parties. 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood that linkage effectiveness will be high 
if formalization, reciprocity, intensity, positive consensus, and 
functionality-over-time are high than if formalization, reciprocity, 
intensity, positive consensus, and functionality-over-time are low. 
Extrapolation from this generalization suggests that the lower the 
levels of formalization, reciprocity, intensity, positive consensus, 
and functionality-over-time, the lower the level of linkage effective- 
ness is likely to be. 

If the scores for each variable are aggregated, with the 
exception of the linkage effectiveness variable, a composite score of 
2.2 as noted in Table 10.1 is achieved. The linkage effectiveness score 
is 1.9. These two scores fall within the same range on the general 
response scale used in this study. Both scores would be considered to 
be above average; the scores indicate that "to a great extent" the 


linkage variables existed and that "to a great extent" the linkage 
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effectiveness existed. Thus, the concept developed within the review 
of the literature regarding linkage activities would appear to be 
substantiated in this Committee: above average levels for the aggregated 


linkage variables compare to above average levels of linkage effectiveness. 
COMMITTEE PROCESSES 


This section of the chapter examines the various processes which 
operated within the Committee and the effectiveness of those Committee 
processes. The findings are presented under the headings of task demands, 
processes, resources, productivity, and Committee Process Effectiveness. 
Table 10.2 contains data pertaining to these variables. A further sub- 


section discusses the committee processes. 


Task Demands 

Steiner (1972:7) states that task demands involve the require- 
ments of the task and the rules under which the task must be performed. 
The task demands variable was measured using four items. Item L22otneche 
questionnaire measured the extent to which the Committee task was complex. 
Item 13 of the questionnaire assessed the extent to which Committee 
members redefined the goal of the Committee. Item 14 of the questionnaire 
measured the extent to which Committee members were committed to comple- 
tion of the task within specified timelines. Item 16 of the questionnaire 
assessed the extent to which Committee members perceived themselves to 
have been detached from the Faculty to accomplish the defined task. 

As evidenced by the mean of 1.3 for Item 12 >in Table 10.2, “the 
respondents perceived the task of the Committee to be complex "to a very 


great extent." As indicated by the mean of 2.3 for Item L3’ aneafable- 10. 2, 
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the respondents reported that they were involved in clarifying Committee 
guidelines "to a great extent." However, as the standard deviation of 
1.4 indicates, the perceptions of respondents varied considerably on 
this item. The mean of 1.0 for Item 14 in Table 10.2 indicates that 
the respondents perceived themselves to have been committed "to a very 
great extent" to task completion within the designated timelines. The 
mean of 3.4 for Item 16 in Table 10.2 indicates that Committee members 
perceived themselves to have been separated or detached "to some extent" 
from other members of the Faculty to accomplish the assigned task. 
However, the perceptions of respondents seemed to differ somewhat on 
this item as evidenced in their responses which ranged from "to a great 
extent" to "to a very small extent or not at all." 

In the aggregate, task demands, as represented by the aggregate 
score of 2.0 for the foregoing items, was perceived by respondents to 


have existed "to a great extent." 


Processes 

Steiner (1972:8) states that process is “actions by which people 
transform their resources into a product." The process variable was 
measured using four items. Item 15 of the questionnaire measured the 
extent to which the Committee members exerted themselves to accomplish 
the task. Item 17 of the questionnaire assessed the extent to which 
well-defined procedures were established for the Committee. Item 18 of 
the questionnaire measured the extent to which equality of leadership 
existed within the Committee. Item 19 of the questionnaire assessed 


the extent to which decision-making was participative within the 


Committee. 
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The mean of 1.4 for Item 15 in Table 02 indicates that the 
members of the Committee were perceived to have exerted themselves "to 
a very great extent" to accomplish the assigned task. As evidenced by 
the mean of 2.3 for Item 17 in Table 10.2, the respondents perceived 
well-defined procedures to have been established for the operatien of 
the Committee "to a great extent." However, as the standard deviation 
of 1.1 indicates, the perceptions of respondents varied somewhat on this 
item. The mean of 3.4 for Item 18 in Table 10.2 indicates that, even 
though formal leadership in the Committee was created, "to some extent" 
different leaders were perceived to have emerged, depending upon the 
conditions within the Committee. However, the perceptions of respondents 
seemed to differ considerably on this item as evidenced in their responses 
which ranged from "to a very great extent" to "to a very small extent or 
not at all." As, indicated by the mean of 1.3 for Item L9sin, Table 10.2, 
the respondents perceived that "to a very great extent" decision-making 
within the Committee was participative in nature. 

The aggregate score of 2.1 on this variable indicates that the 
processes of the Committee were perceived by the respondents to have 


been facilitative "to a great extent." 


Resources 

Hopkirk (1977:30) defines resources as "the knowledge, abilities 
and tools possessed by group members and the distribution of these 
entities within the group." The resource variable was measured using 
one item with five parts. The item was used to measure the primary 
reason for the selection of members of the Committee. Item 22a of the 


questionnaire measured the extent to which members were selected for 
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their previous Committee experience; 22b assessed the extent to which 
members were selected for their expertise in the designated task area; 
22c measured the extent to which members were selected for their avail- 
ability; 22d assessed the extent to which members were selected for 
their expressed interest in the designated task area; and 22e measured 
the extent to which members were selected for their representativeness 
of particular groups. 

The responses to questionnaire items regarding resources must 
be examined and accepted with some caution. With the exception of Item 
22e, a few respondents failed to answer each item. For example, in 
Item 22d, almost half of the respondents failed to provide a response. 
Therefore, with the exception of Item 22e, the lack of response to 
questionnaire items must be kept in mind while reading the following 
data. As evidenced by the mean of 3.4 for Item 22a in Table 10.2, the 
respondents indicated that "about half" of the Committee members were 
selected for their previous Committee experience. The mean of 2.0 for 
Item 22b in Table 10.2 indicates that "most" of the members were perceived 
to have been selected for their expertise in the designated task area. 
The mean of 4.7 for Item 22c in Table 10.2 indicates that "none" of the 
members were perceived by respondents to have been selected for their 
availability. The mean of 3.0 for Item 22d in Table 10.2 indicates that 
"sbout half" of the members were perceived to have been selected for 
their expressed interest in the designated task area. However, the 
perceptions of the respondents differed widely on this item. The mean 
of 1.4 for Item 22e in Table 10.2 indicates that "all" of the members 


were perceived to have been selected for their representativeness OD 


particular groups. 
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Physical resources such as funds, materials, equipment, release 
time, and/or facilities were previously described (Item 9) as having 
existed "to a great extent" as part of the intensity linkage variable. 

The aggregate score of 2.9 on this variable indicates that the 
resources of the Committee as perceived by Committee members might be 


described as being adequate. 


Productivity 

Hopkirk (1977:93) defines productivity as "the actual outcomes 
nee resulted from task demands, resources and process." Two major 
products may be identified: a final report or "action decisicns," and 
member recognition or satisfaction. The productivity variable was 
measured using two items. Item 20 of the questionnaire measured the 
extent to which recommendations were produced by the Committee. Item 23 
of the questionnaire assessed how many of the Committee members received 
recognition for their work. 

As evidenced by the mean of 1.1 for Item 20 in Table 10.2, the 
respondents perceived that recommendations were produced by the Committee 
"to a very great extent." The mean of 2.40 for Item’2s ine Tabie 20.2 
indicates that the respondents perceived that "most" of the Committee 
members received recognition and visibility for their work. However, 
the perceptions of respondents differed considerably on this item. 

In the aggregate, productivity, as represented by the 1.8 
aggregate score for the two productivity items, was perceived by respon- 


dents to have existed "to a very great extent." 
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Committee Process Effectiveness 

Committee Process Effectiveness is a generalized assessment of 
the actual outcomes of the processes of the Committee. 

As indicated by the mean of 1.3 for Item 21 in Table (ovow ene 
processes of the Committee were perceived to have been effective "to a 


very great extent." 
Discussion of Process Activities 


Task demands. The aggregate score for the task demands variable 
was 2.0 which indicates that the task demands existed "to a great extent." 
The task demands could be said to have been well-defined. The respondents 
concurred that they were highly committed to completion of the task 
within the designated timelines. As well, the respondents agreed strongly 
that the task of the Committee was complex. However, the perceptions of 
respondents varied to a greater degree regarding the remaining two items. 

The respondents found that they were involved in clarirying 
Committee guidelines "to a great extent" although the perceptions of 
respondents differed considerably on this item. One respondent stated 
that: 

. . . The Chairman played a central role in defining the task, 

but sub-tasks were accepted on a more or less voluntary basis 
within the Committee ... . The Faculty did not foresee the 
extensive changes that would result from the examination of the 
Component Model. I think they thought it would be over in a few 
weeks. They weren't looking for great change, but we decided, 
upon the initial examination of the problem, that it would require 
extensive change. 

The perceptions of respondents varied considerably regarding the 


degree of separation of the Committee from other Faculty members to 


accomplish the assigned task. Two individuals even failed to respond to 
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this item. Thus, the view that the Committee was separated from Faculty 


“to some extent" must be accepted cautiously. 


Processes. The aggregate score for the processes variable was 
a mean of 2.1 which indicates that processes were perceived to have 
existed and been facilitative "to a great extent." 

The members of the Committee were perceived to have exerted 
themselves "to a very great extent" and this is confirmed by the number 
of meetings and contacts achieved by the Committee. 

Well-defined procedures were established for the operation of 
the Committee "to a great extent." Even though the perceptions of 
respondents differed somewhat on this item, the fact is that the mandate 
of the Committee was broken down into four task areas. Processes, 
personnel and timelines were established for the accomplishment of each 
task area. Thus well-defined procedures can be said to have existed. 

Different leaders were perceived to have emerged "to some extent" 
depending upon the conditions in the Committee although the perceptions 
of respondents differed considerably on this item. In general, the 
Chairman was perceived to have played a central role in organizing and 
directing the Committee and coordinating the processes of the Committee 
with other occurrences, such as the deliberations regarding the Practicum 
within the Faculty. Four of the respondents who were interviewed commented 
on the central role of the leadership of Senior Administration not only 
in the Committee processes, but in the linkage activities and the 
implementation activities of the Committee. 

Respondents perceived that "to a very great extent" decision- 


making within the Committee was participative in nature. 
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Resources. The aggregate score for the resources variable was 
a mean of 2.9 which indicates that the resources of the Committee as 
perceived by respondents might be described as being adequate. "All" 
of the members of the Committee were selected for their representativeness 
of departments or the Dean. Other than this major reason for personnel 
selection there were no clearcut additional reasons as to why people 
were chosen for the Committee. The second possible reason may have been 
the expertise of the person selected. In general, respondents had a 
great deal of difficulty in responding to this question. Some of the 
difficulties in responding are reflected in the comment of one respondent 
who stated: 

. . . L had difficulty in stating why others were put on 

the Committee--maybe for varying reasons--but all were there 
as representatives to one degree or another. 

Productivity. The aggregate score for the productivity variable 
was a mean of 1.8 which indicates that productivity was perceived to 
have existed "to a very great extent." There was a division between the 
two measures of productivity. The respondents agreed that the major 
Success of the Committee was the production of a report. The respondents 
perceived that "most" of the Committee members received recognition and 
visibility for their work although there were differences of perception 
for this item. As one respondent noted: "Some got quite a bit, most 
got some." In addition, one respondent noted that the Committee members 
"became fairly important in terms of departmental input" when the 
discussion of the Committee recommendations occurred at the departmental 
level. To some extent they may have been perceived as departmental 


resources and harbingers of things to come. Thus, in summary, although 
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the Committee was productive, its major productivity success was in the 
production of a report, not in the development of satisfaction or 


recognition for Committee members. 


Committee process effectiveness. The score for Committee 


Process Effectiveness was a mean of 1.3 which indicates that the process 
effectiveness existed "to a very great extent." There was little 


deviation among respondents regarding this perception. 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood that Committee Process Effectiveness 
will be high if the ratings of task demands, processes, resources and 
productivity are high than if the ratings of task demands, processes, 
resources and productivity are low. Extrapolation from this generaliza- 
tion suggests that the lower the levels of task demands, processes, 
resources and productivity, the lower the level of process effectiveness 
Tgetike WyetOuDe. 

If the scores for each variable are aggregated, with the 
exception of the Committee Process Effectiveness variable, a composite 
score of 2.2 as noted in Table 10.2 is achieved. The composite Committee 
Process Effectiveness score is 1.3 as noted in Table 10.2. These two 
scores do not fall within the same range on the general response scale 
used in the study. The composite score would be considered above average, 
while the Committee Process Effectiveness score would be considered to 
be much above average. Therefore, the concept developed within the 
review of the literature, that above average levels for the composite 


process variables should compare to above average levels of Committee 
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Process Effectiveness, would appear to be unsubstantiated in this Committee. 
IMPLEMENTATION 


This section of the chapter examines the “eigiee use made within 
the Faculty-at-large of Committee decisions and recommendations, and 
factors which may have affected the actual use of the decisions and 
recommendations. As well, the effectiveness of the implementation of 
the recommendations is examined. The findings are presented under the 
headings of implementation strategies, project characteristics, 
institutional setting, and implementation effectiveness. Table 10.3 
contains data pertaining to these variables. A further sub-section 


discusses the implementation activities. 


Implementation Strategy 


An implementation strategy refers to the choices made by 
decision-makers about how to use "action decisions." The implementation 
strategy variable was measured using six items. Items 24 and Ehsy (ese 
the questionnaire measured the extent to which the Committee assessed 
respectively the political and economic feasibility of implementing its 
recommendations. Item 26 of the questionnaire assessed the extent to 
which the Committee developed alternative methods for implementing its 
recommendations. Item 27 of the questionnaire measured the extent to 
which members of the Faculty met to adapt the Committee's recommendations 
to the perceived needs of specific groups within Faculty. Items 28 and 
29 of the questionnaire assessed the extent to which members of the 
Faculty-at-large were provided respectively with means to acquaint 


themselves with Committee recommendations or to develop materials or 
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aids to carry out some aspects of the recommendations of the Committee. 
As evidenced by the mean of 1.4 for Item 24 of Table 10.3, the 
Committee assessed the political feasibility of implementing recommenda- 
tions "to a very great extent." The mean of 2.3 for Item 25 of Table 
10.3 indicates that the Committee members perceived themselves as having 
assessed the economic feasibility of implementing its recommendations 
"to a great extent." As indicated by the mean of 2.9 for Item 26 of 
Table 10.3, the Committee developed alternative methods for implementing 
its recommendations. However, the perceptions of the respondents ranged 
widely from "to a very great extent" to "to a very small extent or not 
at all" on this item. The mean of 2.3 for Item 27 of Table 10.3 indicates 
that the Committee members perceived that the members of Faculty met "to 
a great extent" to adapt the Committee recommendations to the perceived 
needs of specific groups within the Faculty. As evidenced by the mean 
of 3.0 for Item 28 in Table 10.3, members of the Faculty-at-large were 
perceived by Committee members to have been provided with the means to 
acquaint themselves with Committee recommendations "to some extent." 
However, as the standard deviation of 1.2 indicates, the perceptions of 
respondents varied considerably regarding this item. The mean of 3.7 
for Item 29 of Table 10.3 indicates that the members of the Faculty-at- 
large were provided the means to develop materials or aids "to a small 
extent" to carry out some aspects of the recommendations of the Committee. 
However, the perceptions of the respondents varied considerably from ate 
a great extent" to "to a very small extent or not at all" on this item. 
In the aggregate, the mutual adaptation perspective to implemen- 
tation strategy, as represented by the aggregate score of 2.6, was 


perceived by respondents to have existed "to a great extent.” 
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Project Characteristics 

Project characteristics refer to the substance and scope of the 
changes proposed by the Committee "action decisions." The project 
characteristics variable was measured using three items. Item 30 of 
the questionnaire measured the extent to which increased coordination 
was required within Faculty as a result of Committee recommendations. 
Item 31 of the questionnaire assessed the extent to which implementation 
of Committee recommendations required changes of Faculty regulations or 
procedures. Item 36 of the questionnaire assessed the need for behavior 
changes on the part of Faculty as a result of the Committee's recommen- 
dations. 

As evidenced by the mean of 1.4 for Item 30 in Table 10.3, the 
recommendations of the Committee were perceived by. Committee members 
to have generated a need for increased coordination within the Faculty- 
at-large "to a very great extent." The mean of 2.4 for Ltem 31) of Table 
10.3 indicates that Committee members perceived that the implementation 
of the recommendations of the Committee required changes of Faculty 
regulations or procedures "to a great extent." However, the perceptions 
of respondents varied from "to a very great extent" to "to a very small 
extent or not at all" regarding this item. As indicated by the mean of 
2.7 for Item 36 of Table 10.3, the respondents perceived that changes in 
Faculty occurred for "about half" although, as the standard deviation of 
1.3 indicates, there were some differences in respondents' perceptions 
regarding this item. 

In the aggregate, the project characteristics, as represented by 


the aggregate score of 2.2 for the foregoing items, were perceived by 
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respondents to have affected the implementation of USR Committee action 


decisions "to a great extent." 


Institutional scecing 

Institutional setting refers to the extent of receptivity or 
hostility of the members of the institution to the recommendations of 
the Committee. The institutional setting variable was measured using 
one item with six parts. Item 35a of the questionnaire measured the 
receptivity of the Senior Administration to Committee recommendations as 
perceived by Committee members; 35b measured the receptivity of the 
academic staff; 35c measured the receptivity of the students; 35d 
measured the receptivity of the Teachers' Association; 35e measured the 
receptivity of the Trustees' Association; and 35f measured the receptivity 
of the Departments of Education and Advanced Education and Manpower as 
perceived by Committee members. 

As evidenced in the mean of 1.4 for Item 35a in Table 10.3, the 
respondents indicated that the Senior Administration Sar dears ey receptive" 
to the recommendations of the Committee. The mean Of L.9 tox item 35b 
in Table 10.3 indicates that the academic staff were perceived by the 
respondents to be "receptive" to the Committee recommendations. As 
indicated by the mean of 2.0 for Item 35c in Table 10.3, the students 
were perceived to be "receptive" to the recommendations of the Committee. 
The mean of 1.9 for Item 35d in Table 10.3 indicates that the Teachers' 
Association was perceived by the respondents to be "receptive" to the 
recommendations of the Committee. As evidenced by the mean of 2.0 for 
Item 35e in Table 10.3 the Trustees' Association was perceived by 


respondents to be "receptive" to the recommendations of the Committee. 
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The mean of 2.0 for Item 35f indicates that the respondents perceived 
the Departments of Education to be "receptive" to the recommendations 
of the Committee. 

In the aggregate, the institutional setting, as represented by 
the aggregate score of 1.9 for the foregoing items, was perceived by 
respondents to have been "receptive" to the recommendations of the 


Committee. 


Implementation Effectiveness 


Implementation effectiveness is measured by the extent of adapta- 
tion of Committee recommendations, and the perceived success and continua- 
tion of Committee recommendations. The implementation effectiveness 
variable was measured using three items. Item 32 of- the questionnaire 
measured the extent to which the Committee recommendations were modified 
during the time of implementation. Item 33 of the questionnaire assessed 
the perceived success of implementation. Item 34 of the questionnaire 
measured the extent to which the recommendations of the Committee have 
been continued in Faculty. 

As evidenced by the mean of 2.9 for Item 82eanswable 1023, The 
Committee recommendations were perceived by respondents to have been 
modified "to some extent" during the time of implementation. The mean 
of 2.3 for Item 33 in Table 10.3 indicates that the recommendations of 
the Committee were perceived by respondents to have been implemented "to 
a great extent." The mean of 1.3 for Item 34 in Table 10.3 indicates 
that the results of Committee recommendations were perceived by respon- 
dents to have been continued "to a very great extent." 


In the aggregate, implementation effectiveness, as represented 
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by the 2.2 aggregate score for implementation effectiveness, was perceived 
by respondents to have existed "to a great extent." 
Discussion of Implementation 
Activities 
Implementation strategy. The aggregate score for the implemen- 
tation strategy variable was 2.6 which indicates that "to a great extent" 
the implementation was perceived to have been characterized by a mutual 
adaptation perspective to implementation. The responses from the 
questionnaire and the subsequent interviews indicate that the Committee 
members assessed the political feasibility of implementing its action 
decisions "to a very great extént." As one respondent stated: 
. . . All recommendations were passed, although one or two 
ideas were withdrawn because we felt the Faculty would not 
"buy" them. We sent out questionnaires regarding some proposed 
recommendations. Some of those recommendations were rejected. 
They didn't show in the final report. 
The assessment of political feasibility was perceived by some respondents 
to have been necessary because of the stimulus for the creation of the 
Committee. Pressure for changes in the Faculty program were perceived 
to have derived from criticism of the program both internally and 
externally. 
As well, respondents noted that "to a great extent" the Committee 
had assessed the economic feasibility of implementing its recommendations 
and that Faculty-at-large had met to adapt the recommendations to the 


perceived needs of groups within the Faculty. The latter was perceived 


to have occurred primarily in FEC or through two open meetings in which 


a draft report was discussed. 
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The perceptions of respondents varied somewhat regarding other 
aspects of the implementation strategy. Nevertheless, the Committee 
was perceived to have developed alternative implementation methods and 
the Faculty to have been provided with inservice opportunities "to 
some extent." The Faculty was perceived to have developed aids to carry 
out aspects of the Committee's recommendations "to a small extent." 

In general, the key item of implementation strategy for this 


Committee was the consideration of political feasibility. 


Project characteristics. The aggregate score of the project 
characteristics variable was a mean of 2.2 which indicates that “to a 
great extent" the implementation was affected by the substance and scope 
of the changes proposed by the Committee action decisions. 

The action decisions of the Committee generated -a need for 
increased coordination within the Faculty-at-large "to a very great 
extent." As one respondent stated: 

. . . As each department plans, we don't know if a whole 
"Gestalt" will occur .. . . coordination will be done by (the 
Associate Dean) and (Dean) .. . . Also, some Associate Chair- 
men see their role as departmental--program--liaison. 

The implementation of the action decisions required changes of 

Faculty regulations or procedures "to a great extent" although the 
perceptions of respondents differed considerably on this item. One 
respondent noted that primarily "There has been a kind of unfreezing 
of the situation." The inference to be drawn from this comment and 
the discussion which evolved from it in the interview was that the 
"unfreezing" of the situation has occurred but "the impact is not 


complete" as yet, so no complete or definitive response can be made to 


this item. The same circumstance of incomplete implementation may 
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account, in part, for variations in perceptions regarding both implemen- 
tation strategies and project characteristics. 

Changes in Faculty behavior occurred for "about half," although, 
once again, perceptions varied regarding this item. 

In general, the project characteristics of the USR Committee 
affected the implementation of USR Committee action decisions “to a great 


extent." 


Institutional setting. The aggregate score for the institutional 
setting variable was a mean of 1.9 which indicates that the institutional 
setting was perceived to be "receptive" to the action decisions of the 
USR Committee. Senior Administration was perceived by respondents to be 
"very receptive" to the action decisions of the ant PNG Academic 
staff, students, Teachers' Association, Trustees’ Association, and 
Departments of Education were perceived by respondents to be "receptive" 


to the action decisions of the Committee. 


Implementation effectiveness. The aggregate score for implemen- 
tation effectiveness was a mean of 2.2 which indicates that implementa- 
tion effectiveness existed "to a great extent." 

The Committee action decisions were modified during the time of 
implementation "to some extent." Nevertheless, the action decisions of 
the Committee were perceived by respondents to have been implemented 
"to a great extent." As one respondent noted: "All recommendations 
are in place or occurring." Another respondent NOtedschatesias Pom -eecLle 
success (of the Committee) evolved from having set in motion a series of 


events resulting in (a series of committees to implement Committee 
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gym ames As well, one respondent perceived that "the involvement 
of the Associate Dean in many of these activities has served to provide 
. . continuity." Another respondent did qualify the views of the others 

by stating that "the results of the USR Committee's work will not all 
take form for some time. It is too early to assess results." The 
changes which were the results of Committee action decisions were perceived 
to have been continued "to a very great extent." 

In general, the implementation of USR Committee action decisions 


has been successful "to a great extent." 


Summary. As explained more fully in Chapter 2, which reviews 
the related literature and presents the conceptual framework for the 
study, there is more likelihood that implementation effectiveness will 
be high if the mutual adaptation perspective to implementation and 
institutional setting are rated high and the project characteristics 
are rated low than if the mutual adaptation perspective to implementation 
and institutional setting are rated low and the project characteristics 
are rated high. 

If the scores for each variable are aggregated, with the exception 
of the measures of Implementation Effectiveness variable, a composite 
score of 2.2 as noted in Table 10.3 is achieved. The measure of 
Implementation Effectiveness score is 2.2 as noted in Table 10.3.) the 
composite score and the effectiveness score fall within the same range 
on the general response scale used in the study. Therefore, the concept 
developed within the review of the literature would appear to be sub- 
“stantiated in this Committee: above average levels for the composite 
implementation variables score compare to above average levels of imple- 


mentation effectiveness. 
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Even though the composite score and effectiveness score fell 
within the same range, the anticipated directions Be variables within 
the composite score were not substantiated. A review of the literature 
suggested that, in relative terms, the implementation strategy score and 
institutional setting score should be higher than the project characteris- 
tics score. These directions were only partially confirmed in this 
Committee. The institutional setting score was higher than the project 
characteristics score; however, the implementation strategy score was 


lower instead of higher than the project characteristics score. 
EFFECTIVENESS 


This section of the chapter examines the overall effectiveness 
of the USR Committee. The overall effectiveness rating was computed 
from the aggregated ratings of the preceding linkage activities, 
Committee processes, and implementation ratings. Table 10.4 contains 
data pertaining to this variable. 

As indicated by the linkage effectiveness score of 1.9 in Table 
10.4, the linkage activities of the USR Committee were perceived to be 
effective "to a great extent." The Committee processes effectiveness 
score of 1.3 in Table 10.4 indicates that the processes of the Committee 
were perceived to have been effective "to a very great extent." The 
implementation effectiveness score of 2.2 in Table 10.4 is evidence 
that implementation was perceived to have been effective "to a great 
extent." As evidenced by the score of 1.8 in Table 10.4, the overall 


effectiveness of the USR Committee was perceived to exist “to a very 


great extent." 
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SUMMARY 


The mission of the Committee was "to thoroughly examine the 
Faculty's B.Ed. degree and teacher certification." A summary of the 
findings regarding the effectiveness of the Committee in accomplishing 
its task is displayed in Table 10.5 and presented descriptively in 
the following paragraphs. : 

A number of linkages between the Committee and Senior Adminis- 
‘tration, and the Committee and the Faculty-at-large were examined in 
order to determine the extent to which the linkages had been effective, 
and the extent to which the first level of effectiveness of the conceptual 
framework (E, of Figure 2.1) had been achieved. Five variables were 
examined to determine the extent to which they existed as part of the 
linkage dimension of the temporary adaptive system as conceptualized. 
Formalization, reciprocity, intensity, positive consensus, and functionality- 
over-time were perceived to have existed "to a great extent." In the 
aggregate, linkage effectiveness was perceived by respondents to have 
existed "to a great extent." In general, the concept regarding the 
linkage activities pertinent to the effectiveness of temporary adaptive 
systems would appear to be substantiated in this Committee: above 
average levels for the aggregated linkage variables compare to above 
average levels of linkage effectiveness. 

Four variables were examined in the next section of the chapter 
in order to determine the extent to which Committee processes had been 
effective, and the extent to which the second level of effectiveness of 
the conceptual framework (E., of Figure 2.1) had been achieved. Pro- 


ductivity was perceived to have existed "to a very great extent." 
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Summary of the Findings Regarding the USR Committee* 


Eee nnn 


Aggregate 


Score for 


Variable 


Variable 


a  ————— 


LINKAGE VARIABLES 


Formalization: 
Reciprocity 

Intensity 

Positive Consensus 
Functionality-over-time 


General Linkage Effectiveness 


PROCESS VARIABLES 


Task Demands 
Processes 
Resources: 


Z 
Qe 
Personnel 229 
Product Iba 


General Process Effectiveness 


IMPLEMENTATION VARIABLES 


Implementation Strategy 2.0 
Project Characteristics ie ie 
Institutional Setting 1.9 


General Implementation Effectiveness 


OVERALL EFFECTIVENESS 


Linkage Effectiveness 1.9 
Process Effectiveness Lex3, 


Implementation Effectiveness 


Concept 
Composite Substantiated or 
Score Unsubstantiated 
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Within 
same 
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Well-defined task demands and facilitative processes were perceived by 
respondents to have existed "to a great extent." Resources were 
perceived by respondents to have existed "to some extent." In addition, 
a number of respondents noted that the leadership of the Senior Adminis- 
tration had played a central role not only in Committee processes, but 

in the linkage activities and implementation activities of the Committee. 
In the aggregate, processes of the Committee were perceived to he 
effective "to a very great extent." In general, the concept developed 
within the review of the literature, namely that above average levels for 
the composite process variables score should compare to above average 
levels of Committee Process Effectiveness, would appear not to be 
substantiated. The composite process variable score in this Committee 
would be considered above average, while the Committee Process Effective- 
ness score would be considered much above average. 

Three variables were examined in the implementation section of 
the chapter in order to determine the ast te which effective implemen- 
tation as laid out in the conceptual framework (E, of Figure 2.1) had 
been achieved. The mutual adaptation perspective to implementation 
existed "to a great extent"; the project characteristics affected the 
implementation of USR Committee recommendations "to a great extent"; 
and the institutional setting was "receptive." In the aggregate, 
effective implementation was perceived to exist "to a great extent." 

In general, the concept developed within the review of the literature 
would appear to be substantiated in this Committee: above average levels 
for the composite implementation variables score compare to above average 


levels of implementation effectiveness. 
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Even though the composite score and effectiveness score fell 
within the same range, the anticipated directions of variables within 
the composite score were not substantiated. A review of the literature 
suggested that, in relative terms, the implementation strategy score 
and institutional setting score should be higher than the project charac- 
teristics score. These directions were only partially confirmed in this 
Committee. The institutional setting score was higher but the implemen- 
tation strategy score was lower than the project characteristics score. 

In terms of the conceptual framework concerning the effectiveness 
of temporary adaptive systems (Figure 2.1), the USR Committee achieved 
effectiveness primarily on the three possible levels: linkage effective- 
ness and implementation effectiveness "to a great extent" and process 


effectiveness "to a very great extent." 
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CHAPTER 11 


SUMMARY, CONCLUSIONS AND 


IMPLICATIONS 


The purpose of this chapter is to summarize Sl Re generaliza- 
tions from the findings of the study in an effort to describe the 
relationships between the selected linkage, process and implementation 
variables and the effectiveness of temporary adaptive systems. The 
chapter contains 14 sections. In the first section, a brief outline 
of the study purpose and research methodology is presented. In the 
second section, the findings of the study are presented as they relate 
to overall effectiveness of committees. The third section examines the 
Peeres of the study's construct and summarizes the findings of the 
study. The fourth, fifth, sixth, and seventh sections present and 
discuss findings of an exploratory factor analysis. The etnen section 
outlines some supplementary variables discussed in the study. In the 
ninth section, the findings of Committees with similar tasks are juxta- 
posed. In the tenth section, the findings of the sectional and overall 
factor analyses are compared. In the eleventh section, a simplified 
conception of effective temporary adaptive systems is discussed. The 
twelfth section provides the conclusions for the study. The thirteenth 
section discusses the implications of the findings for educational 
administrators. In the final section, several recommendations for further 


research are presented. 
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SUMMARY OF THE STUDY 


Restatement of the Study Purpose 


The study examined a limited number of temporary adaptive systems 


in three Alberta universities in order to explore the relationships 
between selected linkage, process, and implementation variables and 


the effectiveness of temporary adaptive systems. 


Specific Tasks 
To fulfil the study purpose it was necessary to complete the 
following tasks: 
1. describe in detail the temporary adaptive systems with respect 
to the selected linkage, process, and implementation variables; 
2. determine the effectiveness of each temporary adaptive system; 
and 
3. determine the relationships between the selected linkage, 
process, and implementation variables and the effectiveness 
of the temporary adaptive systems. 
The data presented in Chapters 4, 5, 6, 7, 8, 9 and 10 are 
related to the first of these tasks. This chapter contains a general- 
izing analysis of the seven temporary adaptive systems which was the 


basis for completing the second and third tasks. 


Research Methodology 


Based on the literature review, a conceptual framework was 
developed which provided the organizing structure for the study. The 
study can be identified as both descriptive and exploratory and relies 


heavily upon a generalizing analysis of a series of case studies to 


produce the study findings. 
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A search of Faculty Council minutes and other documents of the 
Faculties of Education in three Alberta universities resulted in the 
identification of 17 potential Committees for the study. The Dean or 
his designate of each Faculty then was requested to select the "most 
effective" and "most important" Committees from the list of potential 
Committees in their ee Ss 2 Faculties. This procedure resulted in 
seven Committees being identified. The study population was composed 
of the membership of the seven Committees and other persons who were 
identified by a number of Committee members as being "knowledgeable" 
regarding the Committee. 

A questionnaire (Appendix A) was developed specifically for the 
study based upon information derived from the literature. A semi- 
structured interview guide (Appendix B) was also developed and used to 
verify, clarify and extend data provided through the questionnaire. 
The questionnaire and interview guide were refined by means of pilot 
studies. 

The information collected through the use of the questionnaires 
was presented using frequency counts, means and standard deviations. 
The data were further analyzed using a descriptive and comparative 
technique, rank ordering, ret eee correlations and factor analysis. 
Interview data, documents and, where possible, observations were used 
to verify, clarify, or extend the data that were obtained by means of 


the questionnaire. 
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OVERALL EFFECTIVENESS OF THE TEMPORARY 
ADAPTIVE SYSTEMS 

As mentioned earlier in this chapter, the first specific task 
of this study was to describe the temporary adaptive system with respect 
to selected variables. This task was accomplished in Chapters 4 to lO. 
The second specific task was to determine the effectiveness of each 
temporary adaptive system. This section of the chapter discusses the 
overall effectiveness of the temporary adaptive systems. 
Correlation of Effectiveness 

Items 

In the development of the conceptual framework for the study, 
an SSSuen: was made that the effectiveness measures in each section 
of the questionnaire should be significantly related to the effective- 
ness measures in other sections. In general, the effectiveness items 
were found to be significantly related as indicated in Table 11.1. The 
two linkage items were related at the .05 level of significance, and 
each was related significantly to the process effectiveness item (Item 
21). Item 6 of linkage effectiveness, purporting to measure the 
effectiveness of the Committee and Senior Administration linkages, 
related significantly to the perceived success (Item 33) and continua- 
tion measures (Item 34) of implementation effectiveness. The process 
item (Item 21) related significantly to the perceived success (Item 33) 
and continuation (Item 34) measures of implementation effectiveness. 
The perceived success (Item 33) and continuation measures (Item 34) of 
the implementation effectiveness was related at a significance level 


of .001. The only item which did not relate in any significant way 
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Table 11.1 


Correlations Among Items Representing Effectiveness 


z 


as 


Effectiveness . Linkage Process Implementation 
Items 6 8 al. Be BS 34 
ai ah a ae TT NST aS Le OT 
* ** x Qk * 
Penge 6 5 BE 4 Bye OH .29 -38 
8 25% -.05 .09 -06 
Senens fae 9 ee Se eee 
Process 21 ea .54e** ~6Q0*** 
ne ee re 
BD -.22 -.20 
Implementation 33 -B2*** 
34 


en 


x Signiricant at the 05 level of significance. 
** Significant at the .Ol level of significance. 
***Significant at the .001 level of significance. 


to other effectiveness items was Item 32, which refers to the extent to 
which modifications were made to the Committee's recommendations during 
the time of implementation. Despite the negative relationship of Item 

32 ana the low significant correlations between Item 8 and several 
variables, these items were retained as part of the Overall Effectiveness 
score. In general, the effectiveness items used to measure the effective- 
ness construct were significantly related to one another with the 
exception of Item 32 which did not relate significantly to other items. 
Therefore, the Overall Effectiveness scores are perceived by the 
researcher to be a reasonable measure of the effectiveness of the 


Committees. 
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Relative Committee Effectiveness 
The expectation for the effectiveness of the Committees in this 
study was that all seven of the Committees would be effective to some 


degree in terms of their linkage activities, process activities, and 


implementation activities and, as a result, in their overall effectiveness. 


In general, this expectation was borne out. A summary of the effectiveness 


scores for linkage activities, process activities, implementation 
activities and overall effectiveness is displayed in Table 11.2. 

In general, the most effective Committee was the USR Committee 
which, as indicated in Table 11.2, was the highest ranked Committee in 
terms of linkage effectiveness, process effectiveness, implementation 
effectiveness, and overall effectiveness with CS and CASS being ranked 
second and third respectively in overall effectiveness. The FR, DGD, 
and AAHE were perceived to have equal and moderate overall effectiveness. 
The EC Committee was the least effective, primarily because of its 
failure to achieve implementation effectiveness. All seven Committees 
were perceived by respondents to have been "action" oriented Committees 
rather than either the symbolic or information processing type of 
temporary adaptive systems. 

The results of the analyses performed on the data to identify 
the relationships among the effectiveness items and other items in the 


study are discussed in the following sections of the chapter. 
CONSTRUCT VALIDITY 


The first specific task of this study, namely to describe the 
temporary adaptive systems with respect to selected variables, was 


accomplished in Chapters 4 to 10. The second specific task involved the 
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determination of the effectiveness of each temporary adaptive system and 
was completed in the foregoing section. The third specific task of the 
study was to determine the relationships between the selected linkage, 
process and implementation variables and the effectiveness of the 
temporary adaptive system. The third specific task of this study is 


discussed in this section. 


The Comparison Technique 

As the reader will be aware from a reading of the descriptions 
of the Committees in Chapters 4 to 10, each of the items of the question- 
naire used to gather data for the study had five response categories. 
In some cases individual items and in other cases two or more items 
were aggregated to represent variables of the study. The scores for 
each of the variables were interpreted using the response category 
descriptors which had been used for each item. In turn, the scores 
for individual variables were further aggregated, with the exception of 
the aggregated effectiveness score, to form a composite variable score. 
The aggregation principle was necessitated by the complexity of the 
interrelationships detailed in the study. The response category range 
in which the composite variable score fell was then related to the 
response category range in which the effectiveness score fell cae 
two scores fell within the same range, this was taken as evidence of 
a positive relationship between them and as an indicator that the 
construct of the study was supported. If the scores did not fall within 
the same range, the assumption was made that the construct of the study 


was not supported. 
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The "Hypotheses" of the Study 


In general, four "hypotheses" were developed during the process 
geecs study: one Bycothests related to temporary adaptive system 
effectiveness, one to temporary adaptive system linkages, one to temporary 
adaptive system processes, and one to implementation activities of 
temporary adaptive systems. These "hypotheses" are summarized as 
follows: 

1. That the scores of linkage effectiveness, process effectiveness 
and implementation effectiveness, would relate positively to the 
perceived effectiveness score of the temporary adaptive system. 

2. That scores for the variables which constituted the temporary 
linkage system--formalization, intensity, reciprocity, positive 
consensus, and functionality-over-time--would relate positively 
to scores for temporary linkage system effectiveness. 

3. That scores for the variables which constituted the processes-- 
task demands, processes, resources, and productivity--would 
relate positively to scores for process activities effective- 
ness; and 

4. That the scores of the aggregated implementation variables of 
implementation strategy, project Characteristics, institutional 
setting, would relate positively to the score for implementa- 
tion activities effectiveness. 

The summary statements relating to the relationships among the 
linkage, process, implementation and system effectiveness concepts of 
the study as developed in Chapters 4 to 10 were compiled and tallied. 


The findings are displayed in Table 11.3. 
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The effectiveness "hypothesis" was supported since the overall 
effectiveness score is simply the composite score of all sectional 
effectiveness a66162 added, then divided by three. As such, higher 
sectional scores necessarily will be reflected in higher overall effective- 
ness. No independent measure of overall effectiveness was adopted for 
the study to which sectional effectiveness scores or the composite 
effectiveness score could be related. 

The temporary linkage subsystem "hypothesis" was supported. 
Linkage activities of formalization, intensity, reciprocity, positive 
consensus, and functionality-over-time, related positively to temporary 
linkage subsystem effectiveness for five of the seven Committees in 
the study. 

The temporary adaptive system processes "hypothesis" was not 
supported. The variables which constituted the processes--task demands, 
processes, resources, and productivity--did not relate positively to 
process activities effectiveness for six of the seven Committees. 

The temporary adaptive system implementation "hypothesis" was 
barely supported. The aggregated implementation variables of implemen- 
tation strategy, project characteristics, and institutional setting 
related positively to implementation effectiveness for four of seven 
Committees. 

In addition to examining the relationships between the aggregated 
implementation variables and the effectiveness variable, an attempt 
was made to examine the relationships among the implementation variables. 
There was an expectation, based on a review of the literature, that in 


relative terms the implementation strategy score and institutional 
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setting score would be higher than the project characteristics score. 
The findings are displayed in Table 11.4. 

For three of the Committees, implementation strategy scores 
and institutional setting scores were higher than the project charac- 
teristics score. In four Committees, the implementation strategy score 
was lower than the project characteristics score while the institutional 
setting score was higher than the project characteristics score. In 
summary, the expectation, based on a review of the literature, that in 
relative terms the implementation strategy score and institutional 
setting score would be higher than the project characteristics score 
was not supported. Among the implementation variables, the implementa- 
tion strategy scores tended to be lower than the project characteristics 


scores which were lower than institutional setting scores. 


Table 11.4 
Summary of the Support of the Anticipated 


Relationships Among the Implementation 
Variables 
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Summary 

The temporary linkage subsystem variables of formalization, 
intensity, reciprocity, positive consensus, and functionality-over-time 
related positively to temporary linkage subsystem effectiveness. The 
temporary adaptive system process variables of task demands, processes, 
resources, and productivity did not relate positively to temporary 
adaptive system effectiveness. The aggregated implementation variables 
of implementation strategy, project characteristics, and institutional 
setting barely were related positively to implementation effectiveness. - 
Among the implementation variables the implementation strategy scores 
tended to be lower than project characteristics scores which were lower 
than institutional setting scores. Additional analyses were performed 
upon the data but none of the procedures produced findings which were 
different from those derived using the aggregation and comparison technique. 

At this point in the analytic process, the researcher considered 

the injunction of Isaac and Michael (1971:85) regarding construct 
validity. They state that: 

. . . Construct validity is evaluated by investigating what 
qualities a test measures, that is, by determining the degree to 
which certain explanatory concepts or constructs account for 
performances on the test... - Essentially, studies of construct 
validity check on the theory underlying the test... .- iste che 
theory fails to account for the data, he should revise the test 
interpretation, reformulate the theory, or reject the theory 


altogether.] Fresh evidence would be required to demonstrate 
construct validity for the revised interpretation. [Researcher's 


brackets. ] 


From the perspective of Isaac and Michael (1971), as it )relates 
to this study, the data only partially supported the construct. The 
remaining alternatives for the researcher were either the rejection of 


the theory or its reformulation. Prior to rejecting the theory, the 
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researcher decided to subject the data to factor analysis, a refined 
method of correlation, which Kerlinger (1973:468) notes ". 
perhaps the most powerful method of construct validation." Kerlinger 
(1973:468) further notes that factor analysis is: 


- - - a method for reducing a large number of measures to a 
smaller number called factors by discovering which ones "go 
together" (which measures measure the same thing) and the relations 
between the clusters of measures that go together. 


FACTOR ANALYSIS AND CONSTRUCT REVISION 


A varimax rotated exploratory factor analysis procedure with a 
critical value (Eigenvalue) of 1 was used to analyze the data. Kim and 
Mueller (1978:84) define exploratory factor analysis as "a means of 
exploring the underlying factor structure without prior specification of 
number of factors and their loading." Kim and Mueller (1978:86) note 
that factor analysis is based upon two postulates: 

. . . Postulate of Factorial Causation: the assumption that 
the observed variables are linear combinations of underlying 
factors, and the covariation between observed variables is solely 
due to their common sharing of one or more common factors. 

. . . Postulate of Parsimony: this stipulates that, given two 
or more equally compatible models for the given data, the simpler 
model is believed to be true; in factor analysis, only the model 


involving the minimum number of common factors is considered 
appropriate. 


The reason for using factor analysis was to reexamine the data and 
possibly revise the construct as presented in the study and, if possible, 
reduce the number of variables to fewer factors. 

An exploratory factor analysis was performed upon the data 
derived from the linkage activities, process activities and implementation 


activities sections of the questionnaire. A final exploratory factor 


analysis was performed on all the questionnaire data without limitation 
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to the specific sections of the questionnaire. The findings of these 
exploratory analyses are presented in the following sections. Each 
factor analysis is followed by a brief commentary and summary which acts 
as a generalizing analysis of the data and which may be used as a basis 
for revising the original construct. 
EXPLORATORY FACTOR ANALYSIS OF 
LINKAGE ACTIVITIES 
This section of the chapter explores the relationships among the 


questionnaire items which pertained to the linkage activities of the 


Committees. 


Correlations 

In an effort to identify the variables which had the strongest 
relationship to linkage effectiveness and, presumably, contributed most 
significantly to linkage effectiveness, correlations were run between the 
items measuring the linkage effectiveness of Committees and other 
linkage items as a preliminary exercise to the exploratory factor analysis. 
The correlation between the two items measuring linkage effectiveness was 
significant at the .05 level. Other correlations are presented in 
TapLe =LiTS > 

The items which correlated significantly with Senior Administra- 
tion/FEC-Committee linkage effectiveness (Item 6) were Items 3, 2, and 
5 at the .001 level of significance, Item 7 at the .01 level of signifi- 
cance and Item 11 at the .05 level of significance. Thus the Senior 
Administration-Committee linkage effectiveness (Item 6) was positively 
related in particular to "linking person" activity (Item 3), reciprocity 


(Item 2), and the extent of meetings between Committee and Senior 
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Correlations Between Items Representing Linkage Variables 
and Linkage Effectiveness Items 


Linkage Effectiveness 


Selected to Senior Administration to Faculty-at-large 
Variables Item (or EC) (Litem 6) (Item 8) 
Formalization i ee -08 

3 Bom eax A 
Reciprocity 2 Se ee 06 
Intensity 4 ee 5(0)7/ 

=) eA Qe Bale) 

4 25D. Oo tee 

9 FLO -24 
Positive 10 25 ous 
Consensus 
Functionality- aa o25 APRS 


over-time 


* Significant Coefficients at .05 level of significance. 
** Significant Coefficients at .01 level of significance. 
***Significant Coefficients at .001 level of significance. 


Administration (Item 5). To a lesser but still significant extent, the 
communication between Faculty members and Committee members, as well as 
functionality-over-time was positively related to Senior Administration- 
Committee linkage effectiveness. 

The items which correlated significantly with Faculty-Committee 
linkage effectiveness (Item 8) were Items 7 and 11 at the .001 level of 
significance, and Item 10 at the .05 level of significance. Thus the 
Faculty-Committee linkage effectiveness (Item 8) was positively related 


to informal and formal communication between Committee members and other 


Faculty members regarding the task of the Committee (Item 7), functionality- 


over-time (Item li), and positive consensus (Item 10). 
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Two items appeared to be related positively to both the Senior 
Administration-Committee linkage effectiveness and Faculty-Committee 
linkage effectiveness. Item 7, which was used to measure the communica-— 
tion between Faculty members and members of the Committee regarding the 
tasks of the Committee, was positively related to Senior Administration- 
Committee linkage effectiveness at the .01 level of significance and to 
Faculty-Committee linkage effectiveness at the .001 level of significance. 
Item 11, which was used to measure functionality-over-time, was positively 
related to Senior Administration-Committee linkage effectiveness at the 
.05 level of significance and to Faculty-Committee linkage effectiveness 
at the .00l1 level of significance. 

Items 1, 4 and 9 were not related significantly either to Senior 
Administration-Committee linkage effectiveness or to Faculty-Committee 
linkage effectiveness. Item 1 was used to measure the extent to which 
detailed terms of reference existed for the Committee. Item 4 was used 
to measure the extent to which Committee meetings were held. Item 9 
was used to measure the extent to which the Committee was provided with 


sufficient physical resources to carry out its task. 


Factors 

The correlation data were further analyzed using a varimax 
rotated exploratory factor analysis procedure with a critical value 
(Eigenvalue) of 1. This procedure revealed four factors. The results 
are displayed in Table 11.6. 

The first factor, labelled the Faculty-Committee linkage factor, 
incorporated Items 7, 8, 10 and 11 of the questionnaire and accounted 


for 50.8 percent of the variance in linkage activities. Item 7 was 
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Table 11.6 


Results of an Exploratory Factor Analysis 
of Linkage Activities 
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Item Factor. Factor 2 PacLotes ' Pactor 4 
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10 43% -00 -.04 -90 
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*Indicates the factor in which a-pvarticular item loads most strongly (at 
-40 or greater). 


used to measure the communication between Faculty members and members 
of the Committee regarding the tasks of the Committee. Item 8 was used 
to assess the perceived effectiveness of the liaison relationships 
between the Faculty-at-large and the Committee. Item 10 considered 
the extent to which the Faculty-at-large perceived the task of the 
Committee to be worthwhile. The extent to which the linkages remained 
active and functional over the period of time during which the Committee 
and the Faculty were related was measured by Item ll. 

The second factor, labelled Senior Administration/FEC-Committee 
linkage factor, incorporated Items 2, 3, 5 and 6 and accounted for 21 


percent of the variance in linkage activities. Item 2 was used to 


measure the extent to which the Committee members and Senior Administration 
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or Faculty of Education Council cooperated in developing the terms of 
reference for the Committee. Item 3 assessed the extent to which an 
intermediary coordinated the relations between the Senior Administration 
or Faculty Council and the Committee. meen 5 was used to measure the 
extent to which the Committee met with senior Administration. .Item 6 
assessed the extent to which the liaison relationships between the Senior 
Administration and the Committee were perceived to be effective. 

The third factor, labelled Meetings, incorporated Item 4 and 
accounted for 17.4 percent of the variance in linkage activities. Item 
4 was used to measure the extent to which the Committee met from the 
time it was founded until it was dissolved. 

The fourth factor, labelled Physical Resources, incorporated 
Item 9 and accounted for 10.8 percent of the variance in linkage 
activities. Item 9 was used to measure the extent to which the Committee 
was provided with sufficient physical resources, as contrasted to human 
resources, to carry out its task. 

Item 1, regarding the extent to which detailed terms of reference 


existed for the Committee, did not load in the factor analysis. 


Generalizing Analysis and 
summary 


An exploratory factor analysis of the linkage variables and 
their relationship to the effectiveness of the linkage activities of 
temporary adaptive systems revealed four factors which incorporated all 
of the linkage items of the study, except for the item related to 
written terms of reference for Committees. The first two factors may 
be considered of major consequence, while the third and fourth factors 


are of lesser consequence. 
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The first factor, labelled the Faculty-Committee linkage factor, 
incorporated Items 7, 8, 10 and 11 of the questionnaire-and accounted 
for 50.8 percent of the variance in linkage activities. In general, 
informal or formal communication between Committee members and other 
Faculty members regarding the task of the Committee (Item 7), positive 
consensus (Item 10), functionality-over-time (Item 11), and Faculty- 
Committee linkage effectiveness (Item 8) were positively related. A 
review of the correlations, which are the foundation for the factor 
analysis, indicated that the informal and formal communication between 
Committee members and other Faculty members (Item 7), and functionality- 
Over-time (Item 11) are more significantly related to Faculty-Committee 
linkage effectiveness (Item 8) than was positive consensus (Item 10). 

The second factor, labelled the Senior Administration/FEC- 
Committee linkage factor, incorporated Items 2, 3, 5 and 6 and accounted 
for 21 percent of the variance in linkage activities. In general, the 
cooperative definition of the task of the Committee by the Committee and 
the Senior Administration/FEC (Item 2), “linking person" activity (Item 
3), the extent of meetings between Committee and Senior Administration 
(Item 5), and Senior Administration/FEC-Committee linkage effectiveness 
(Item 6) were positively related at the .001 level of significance. 

The third factor, labelled Meetings, incorporated Item 4 and 
accounted for 17.4 percent of the variance in linkage activities. Item 
4 was used to measure the extent to which the Committee met from the 
time it was founded until it was dissolved. The importance of this 
single-item factor can be questioned. A review of the correlations 
indicated that, although the "meetings" item was positively related to 


both Senior Administration/FEC-Committee linkage effectiveness and to 
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Faculty-Committee linkage effectiveness, the relationship did not achieve 
significance at the .05 level of significance. Thus, although Meetings 
has been identified as a linkage activities factor, it should be accepted 
with a great deal of caution. 

ihestourth factor, Tepeti ea Physical Resources, incorporated 
Item 9 and accounted for 10.8 percent of the variance in linkage activities. 
Item 9 was used to measure the extent to which the Committee was provided 
with sufficient physical resources to carry out its task. The importance 
of this single-item factor also can be questioned. A review of the 
correlations indicated that although this item was positively related 
to both Senior Administration/FEC-Committee linkage effectiveness and 
to Faculty-Committee linkage effectiveness, the relationship did not 
achieve significance at the .05 level of significance. Thus, like the 
Meetings factor, the Physical Resources factor should be accepted with 
a great deal of caution. 

Although detailed written terms of reference (Item 1) existed 
for each Committee, the written terms of reference did not appear to be 
an important item related to linkage effectiveness. This item did not 
load in the factor analysis. As well, a review of the correlations 
indicated that Item 1 related positively to linkage effectiveness, but 
did not relate at a .05 level of significance. 

Two items which appear to be significant indicators of Senior 
Administration/FEC-Committee linkage effectiveness and Faculty-Committee 
linkage effectiveness are Items 7 and 11. Item 7 measured the communica- 
tion between Faculty members and members of the Committee regarding the 
task of the Committee. Item 11 measured functionality-over-time. Both 


Items 7 and 1l were positively and significantly related, as indicated 
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in the correlations, to Effectiveness Items 6 and 8. 

In summary, effective temporary adaptive system linkage activities 
may be related primarily to two factors: the Faculty-Committee linkage 
factor and the Senior Administration/FEC-Committee linkage factor. These 
two factors account for 71.8 percent of the variance of the linkage 
activities. 

1. Highly effective Faculty-Committee linkages may be characterized 
by high levels of communication between Committee members and 
Faculty members regarding the Committee's task, and by high 
levels of positive consensus and functionality-over-time. 

2. Highly effective Senior Administration/FEC-Committee linkages 
may be characterized by high levels of cooperative definition 
of the Committee's task by Committee and Senior Administration/ 
FEC (reciprocity), "linking person" activity, and Committee— 
Senior Administration meetings. 

3. To a lesser and more questionable extent, highly effective 
temporary adaptive system linkages may be characterized by an 
intensive Committee meeting schedule and high levels of physical 
resources. 

EXPLORATORY FACTOR ANALYSIS OF 
PROCESS ACTIVITIES 

This section of the chapter explores the relationships among 

the questionnaire items which pertained to the process activities of 


the Committees. 
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Correlations 

In an effort to identify the variables which had the strongest 
relationship to Committee process effectiveness Ages presumably, con- 
tributed most significantly to the Committee process effectiveness, 
correlations were run between the Committee process effectiveness item 


and other Committee process items. Correlations are presented in Table 


iG he 
Wabi ew oh 
Correlations Between the Committee Process Variables and the 
Committee Process Effectiveness Variable 
Committee Process 

Selected Effectiveness Variable 
Variables Item (Item 21) 
Task Demands ee, -.28* 

13 sont 

14 ~31** 

16 Slee 
Process aus. ~35** 

WI) 51 

18 BIS 

19 ~40** 
Resources 22a LO 

22b aus) 

DX. .06 

22d AAS 

22e .06 
Product 20 UD. 

23 ake, 


* Significant Coefficients at -05 level of significance. 
** Significant Coefficients at .01 level of significance. 
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The items which correlated positively with Committee process 
effectiveness (Item 21) were Items 14, 15, and 19 at the .01 level of 
significance and Item 22d at the .05 level of significance. Item 12 
correlated negatively with Committee process effectiveness at the .05 
level of significance. Thus the Committee process effectiveness (Item 
21) was related positively in particular to Committee members! commit- 
ment to task accomplishment within specific timelines (Item 14), the 
personal exertion of Committee members to accomplish the task (Item 15), 
and participative decision-making in the Committee (Item 19) tose 
lesser, but nevertheless significant extent, Committee process effective- 
ness was related positively to the members' expressed interest in the 
designated task area (Item 22a). Committee process effectiveness was 
related negatively to the extent to which the Committee's task was 


complex (Item 12). 


Factors 

The correlation data were further analyzed using a varimax 
rotated exploratory factor analysis procedure with a critical value 
(Eigenvalue) of 1. This procedure revealed three factors. The results 
are displayed in Table 11.8. Items 22 and 23 were omitted from the 
factor analysis since their response categories differed from the 
response categories used in the other items of the process activities 
section. These items will be discussed separately after the results 
of the factor analysis are presented. 

The first factor, labelled Task Complexity, incorporated Items 
i7, 177 Lo and 20 and accounted for 51.5 percent of the variance in 


Committee processes. Item 12 refers to the extent to which the task 
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Table 11.8 


Results of an Exploratory Factor Analysis 
of Process Activities 


Item MaACtTOr -L Factor 2 Factor, 3 
12 - 64* ~.08 Ee. 
ie) aa m3 PSE pS 
14 i -49* £35 
15 BEAT -47 Bessie 
16 eee -.06 oe 
y/ shshe oo -O1 
18 Asse -.02 -03 
19 eS, -49* AOS 
20 poe GRE) eye 
ZL Se fe hot? =p 1 0) 


*Indicates the factor in which a particular item loads most strongly 
(at .40 or greater). 


was complex. Item 17 refers to the extent to which well-defined pro- 
cedures were established for the Committee. Item 18 refers to the 
emergence of different leaders depending upon conditions in the Committee. 
Item 20 refers to the production of recommendations by the Committee. 
The second factor, labelled Committed Action, incorporated 
Items 14, 19, and 21 and accounted for 25.9 percent of the variance 
in the Committee processes. Item 14 deals with the Committee members' 
commitment to task accomplishment within specific timelines. Item 19 
refers to participative decision-making in the Committee and Item 21 
refers to the effectiveness of task accomplishment by the Committee. 
The third factor, labelled Effort, incorporated Items 13, 15 and 


16 and accounted for 22.5 percent of the variance in Committee processes. 
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Item 13 refers to the extent to which Committee members clarified 
Committee guidelines. Item 15 refers to the personal exertion of 
Committee members. Item 16 deals with the extent to which the Committee 
was viewed as having been detached from other Faculty members to 
accomplish the task. 

In addition to the foregoing factors, Items 22 and 23, which 
were not included in the factor analysis since they had different 
response categories, require some discussion. Item 22 examined the 
perceived reasons fae selection of personnel to the Committees. An 
analysis of correlations on this item indicated, as displayed in Table 
11.7, that Committee process effectiveness (Item 21) and the selection 
of Committee members for their expressed interest in designated task 
area (Item 22d) were related positively. An analysis of significant 
differences on this item revealed that no significant differences 
existed from one Committee to another. As displayed in Table 11.9 
a rank order analysis of the nature of the Committee personnel resources 
indicated that, in 3.5 out of 7 Committees, the primary personnel 
resource was perceived to be the representation of particular groups 
which members bring to the Committee (Item 22e). In 2 out of 7 
Committees, the primary personnel resource was perceived to be expertise 
(Item 22b). In 1.5 out of 7 Committees, the members' expressed interest 
in the designated task area (Item 22d) was perceived to be a primary 
personnel resource to the Committee. Previous Committee experience 
(Item 22a) and availability (Item 22c) were not perceived to be primary 
personnel resources for the Committees. No significant correlations 


existed between the personnel resources of the Committee processes and 
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Table 11.9 


Rank Order of Committee Personnel Resources 


Potential Personnel | Number of 

Resource Committees fx 
Previous Committee experience Z 6) 
Expertise 7 2 
Availability 7 @) 
Expressed Interest Ti eS 
Representativeness y 3155) 


*Indicates the number of occasions out of 7 in which the particular 
item was ranked first. 


the resource investment (physical resources) identified as part of the 
intensity variable in the linkage activities of a Committee. 

The other item which was not factor analyzed was Item 23. This 
item was one part of the productivity variable. No significant correla- 
tions existed between this item and Committee process effectiveness 
(Item 21). As displayed in Table 11.10, there was a significant 
difference regarding this item between the most productive and one of 
the less productive Committees although in overall terms the differences 
were not reflected in the aggregated product score. As well, Item 23, 
which measured the perceived satisfaction or recognition achieved by 
Committee members for their work, was perceived very differently from 
the other product measure; namely, the report. The report was rated 
more highly than personal satisfaction as a measure of productivity. A 


number of respondents even suggested that member satisfaction or 
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recognition was not a relevant means of measuring product and only 
warped the conception of the “real” product of the Committee which was 
perceived as the report. 

An additional variable, labelled "the personal factor" by the 
researcher, was found to be important as a resource in the Committee. 
This variable is discussed in a later section of this chapter under the 
heading of Supplementary Variables. 

Generalizing Analysis and 
Summary 

An exploratory factor analysis of the process variables and 
their relationship to the effectiveness of the process activities of 
the temporary adaptive systems revealed three factors which were 
labelled Task Complexity, Committed Acticn, and Effort. Two items, 
which were not included in the factor analysis since their response 
categories differed, were discussed separately. An additional variable, 
labelled "the personal factor" by the researcher, was found to be 
important as a resource to the Committee. This variable is discussed 
in a later section of this chapter under the heading of Supplementary 
Variables. 

The first factor, labelled Task Complexity, incorporated Items 
12, 17, 18 and 20 and accounted for 51.5 percent of the variance in 
the Committee processes. A review of the correlations indicated that 
the extent to which well-defined procedures were established for the 
Committee (teem 17), that different leaders emerged depending upon 
conditions in the Committee (Item 18), and that recommendations were 


produced by the Committee were related positively to Committee process 
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effectiveness (Item 21) although not at a significant level. The extent 
to which the task was complex (Item 12) was related negatively to 
Committee process effectiveness at the .05 level of significance. 

The second factor, labelled Committed Action, incorporated 
Items 14, 19 and 21 and accounted for 25.9 percent of the variance in 
the Committee processes. Members' commitment to task accomplishment 
within specific timelines (Item 14) and participative decision-making 
in the Committee were related positively to Committee process effective- 
ness (Item 21) at the .01 level of significance. 

Thevthirdtiactor, label ledsefitort, incorporated vEtemssis, 5S 
and 16 and accounted for 22.5 percent of the variance in Committee 
processes. The personal exertion of Committee members (Item 15) was 
related positively to Committee process effectiveness at the .01 level 
of significance. The extent to which Committee members clarified 
Committee guidelines (Item 13) and the extent to which the Committee 
was viewed as having been detached from the Faculty to accomplish the 
task (Item 16) were positively related to Committee process effective- 
ness, but not at a significant level. 

Two items were not included in the factor analysis since their 
response categories were not the same as the categories for the factored 
items. Personnel appeared to have been selected to serve on Committees 
(Item 22) primarily for their representativeness of particular groups, 
expertise, and expressed interest in the task of the Committee. Only 
the expressed interest reason for member selection to a Committee was 
positively related to Committee process effectiveness at the .05 level 
of significance. Item 23, which refers to the extent to which Committee 


members received recognition for their Committee work, was related 
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positively to Committee process effectiveness, but not ata significant 


level. 


Some respondents suggested that recognition was not a relevant 


means of measuring productivity and only warped the "real" productivity 


of the Committee which was perceived as the report. 


In summary, effective temporary adaptive system process 


activities may be related primarily to three factors: Task Complexity, 


Committed Action, and Effort. 


ae 


Highly effective Committee processes may be characterized by 
low levels of task complexity, and high levels of Committee 
procedural definition, democratic leadership, and production 
of recommendations. 

Highly effective Committee processes may be characterized by 
high levels of committed action on the part of Committee 
Members, as represented by high levels of commitment by members 
to accomplish the task within given timelines, and by high 
levels of involvement in decision-making within the Committee. 
Highly effective Committee processes may be characterized by 
high levels of personal exertion by the members as represented 
by the extent to which they are detached from the ongoing tasks 
of the Faculty in order to accomplish the task or are involved 
in clarifying the Committee task. 

Highly effective Committee processes may be characterized by 
personnel who are highly representative of particular groups 

in the Faculty, have high levels of expertise in the designated 
task area, and have high levels of expressed interest in the 


designated task area. 
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EXPLORATORY FACTOR ANALYSIS OF 
IMPLEMENTATION ACTIVITIES 
This section of the chapter explores the relationship among the 
questionnaire items which pertained to the implementation activities of 


the Committees. 


Correlations 


In an effort to identify the variables which had the strongest 


relationship to implementation effectiveness, and, presumably, contributed 


most significantly to the implementation effectiveness, correlations 
were run between the items measuring the implementation effectiveness 
of Committees and Bil dvi eoreee tom items. The correlations are 
displayed in Table 11.11. 
Item 32, which was used to measure the modifications which 
were made to Committee recommendations during the time of implementation, 
related positively to Items 33 and 34 but not at a significant level. 
Item 33, which measured perceived success in having recommendations 
implemented, and Item 34, which measured continuation of recommendations 
in Faculty, were related positively at the .001 level of significance. 
The items which related positively with mutual adaptation (Item 
32), as displayed in Table 11.11, were Item 30, at the .001 level of 
significance, and Item 3l, at the .0Ol level of Significance. Item 35b, 
which estimated the general attitude of the academic staff, related 
negatively to mutual adaptation at the .01 level of significance. Thus 
the modifications which were made to the recommendations at the time 
of implementation (Item 32) were related positively to those recommenda- 


tions which generated the greatest need within Faculty for increased 
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Table ii.il 


Correlations Between Items Representing Implementation 
Variables and Implementation Effectiveness Items 


SSS 


Mutual Perceived 

Selected Adaptation Success Continuation, 
Variables Item (Item 32) (Item 33) (Item 34) 
Implementation Strategy 24 25 20 so 22 

25 5 OL ~.19 =o 

26 =. 07 -.04 08 

27 .08 =—<.13 -.08 

28 #06 =. 06 04 

29 a3 -.00 - -.10 
Project Characteristics 30 47 RK an ES ell 

31 -36** eed: 09 

36 =n 08 hey 
Institutional Setting 35a -.20 - 56*** ~ 56 *** 

35b 7. 39% - 38** - 36** 

eheie 07 -.03 -.06 

35d 216 - 06 -02 

35e -.03 105 oo) 

3.55 -.21 ad5 30% 


* Significant Coefficients at .05 level of significance. 
** Significant Coefficients at .0l1 level of Significance. 
***Significant Coefficients at .001 level of Significance. 


coordination (Item 30) and which required the greatest changes of Faculty 
regulations or procedures (Item 31). The modifications which were made 
to the recommendations at the time of implementation (Item 32) were 
related negatively to the general attitude of the academic staff (Item 
35h). 

The items which were correlated significantly with perceived 
success (Item 33) were Items 35a and 35b. Thus the attitude of the 
Senior Administration (Item 35a) was related positively to perceived 


success at the .001 level of significance. The attitude of the academic 
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staff (Item 35b) was related positively to perceived success (Item 33) 
at the .01 level of significance. 

The items which were correlated significantly with continuation 
(Item 34) were Items 35a at the .00l1 level of significance, Item 35b at 
the .01 level of significance and Items 24 and 35f at the .05 level of 
significance. Thus the attitude of the Senior Administration (Item 35a), 
the attitude of the academic staff (Item 35b), and the attitude of the 
Provincial Department(s) of Education (Item 35f) and the extent to which 
the Committee assessed the "political forces" facing the implementation 
(Item 24) were all positively related to continuation of the recommenda- 
tions in Faculty (Item 34). 

Item 35b, the attitudes of staff to the recommendations, correlated 
significantly with all three implementation effectiveness items. However, 
staff attitudes related negatively to mutual adaptation (Item 32) and 
positively to perceived success (Item 33) and continuation (Item 34). 

Items 25, 26, 27, 28, 29, 36, 35c, 35d, and 35e did not relate 
significantly to any of the implementation effectiveness items. Item 25 
was used to measure the extent to which Committees assessed the economic 
feasibility of their recommendations. Item 26 was used to measure the 
development of alternative methods of implementing recommendations. Item 
27 referred to holding meetings to adapt recommendations to groups within 
Faculty. Item 28 referred to inservice opportunities. Item 29 referred 
to the development of materials to carry out Committee recommendations. 
Item 36 was used to measure how many Faculty members were required to 
change their behaviors as a result of the Committee's recommendations. 
Items 35c, 35d and 35e were used to measure respectively the attitudes of 


students, Teachers' Association and Trustees' Association to Committee 


recommendations. 
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Factors 

These data were further analyzed using a varimax rotated explora- 
tory factor analysis procedure with a critical value (Eigenvalue) Oo Lael. 
This procedure revealed four factors. The results are displayed in 
Table 11.12. Items 35 and 36 were not included in the analysis since 
their response categories differed from the response categories used 
in the other items of the implementation activities section. These items 
will be discussed separately after the results of the factor analysis 


are presented. 
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Results of an Exploratory Factor Analysis of 
Implementation Activities 


Items Pactora.. Pactconuec PACLOLes Factor 4 
24 a7 L* w24 -03 -28 
25 739" -.18 .04 —s0S 
26 69% er 10 Sey Aro 
27 o0% -.12 .08 34 
28 220 zo - 06 ou 
29 ret -.04 LS t/a 
30 Se 13 68* 28 
31 -.15 09 modes 46 
Ei -.05 co ley 19* 02 
33 -.06 . 86* - 00 03 
34 .09 -94* SiO) -.04 


*Indicates the factor in which a particular item loads most strongly 
(at .40 or greater). 
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The first factor, labelled Implementation Strategies, incorporated 
Items 24, 25, 26 and 27 of the questionnaire and accounted for 41.9 per- 
cent of the variance in implementation activities. These items refer to 
strategic implementation activities by the Committee such as the assess- 
ment of political (Item 24) and economic feasibility (Item 25) of the 
recommendations, the development of alternative methods for implementing 
recommendations (Item 26), and meetings to adapt recommendations to the 
needs of specific groups within Faculty (Zltem= 27). 

The second factor, labelled Implementation Results, incorporated 
Items 33 and 34 and accounted for 27 percent of the variance in imple- 
mentation activities. Item 33 refers to the perceived success of recom- 
Mendations and Item 34 refers to the perceived continuation of recommenda- 
tions in Faculty. 

The third factor; labelled Adaptive Capability, incorporated Items 
30, 31 and 32 and accounted for 22 percent of the variance in implemen- 
tation activities. Item 30 refers to the need for increased coordination 
within Faculty as a result of Committee recommendations and Item 31 refers 
to the need for changes in Faculty regulations or procedures. Item 32 
refers to the extent to which modifications were made to Committee recom- 
mendations at the time of implementation. 

The fourth factor, labelled Implementation Tactics, incorporated 
Items 28 and 29 of the questionnaire and accounted for 9.1 percent of the 
variance in implementation activities. Item 28 refers to inservice 
opportunities and Item 29 refers to Faculty involvement in developing 
materials to carry out the Committee recommendations. 

Items 35 and 36 were not included in the factor analysis since 


their response categories were different from others in this section of 
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the questionnaire. Nevertheless they require some discussion. Item 
35 was used to measure the respondents' estimates of the attitude of a 
series of groups to the Committee recommendations. As displayed in 
Table 11.13, the Committee perceived to have the highest level of aggre- 
gated implementation effectiveness (USR Committee) had high levels of 
receptivity from Senior Administration, the academic staff, the Trustees’ 
Association and Departments of Education. There were no significant 
differences from Committee to Committee with regard to the receptivity 
of the Teachers' Association. Students, Trustees and Departments of 
Education were perceived to have a moderately receptive attitude to the 
action decisions of the Committee with the highest level of aggregated 
implementation effectiveness. The expected corollary, that the Committee 
with the lowest aggregated implementation effectiveness (EC Committee) 
would have the lowest levels of receptivity among the constituents of 
the institutional setting did not occur consistently. 

Item 36 was used to measure how many Faculty members were required 
to change their behaviors significantly as a result of the Committee's 
recommendations. Although means ranged from 2.7 to 4.5, there were no 


Significant differences among Committees on this item. 


Generalizing Analysis and 
Summary 


An exploratory factor analysis of the implementation variables 
and their relationship to the effectiveness of the implementation 
activities of temporary adaptive systems revealed four factors which 
were labelled Implementation Strategies, Implementation Results, 
Implementation Tactics, and Adaptive Capability. Two items which were 
not included in the factor analysis, since their response categories 


differed, were discussed separately. 
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The first factor, labelled Implementation Strategies, incorporated 
Items 24, 25, 26 and 27 and accounted for 41.9 percent of the variance 
in the implementation activities. The fourth factor, labelled Implementa- 
tion Tactics, incorporated Items 28 and 29 and accounted for 22 percent 
of the variance in implementation activities. These two factors incor- 
porate all of the items which constituted the original concept of 
Implementation Strategy used in the study. A review of the correlations 
between the items constituting these factors and the items used to measure 
effectiveness indicated that only Item 24 related positively to the 
continuation of the recommendations in the Faculty. Item 24 was used 
to measure the extent to which Committee members assessed the political 
feasibility of their recommendations. Thus the key variable in terms of 
Implementation Strategies or Tactics may be the assessment by Committee 
members of the political feasibility of the recommendations. 

The second factor, labelled Implementation Results, incorporated 
Items 33 and 34 and accounted for 27 percent of the variance in implemen- 
tation activities. Item 33 refers to perceived success of recommendations. 
Item 34 refers to continuation of recommendations in Faculty. A review 
of correlations indicated that these items were positively related to 
one another and to the attitudes of the academic staff (Item 35b) at the 
.O1 level of significance. Items 33 and 34 also were related positively 
to the attitudes of the Senior Administration (Item 35a) at the .001 
level of significance. | 

The third factor, labelled Adaptive Capability, incorporated 
Items 30, 31 and 32. This factor resembles the Project Characteristics 
variable used in the study. A review of the correlations revealed that 


the extent to which modifications were made to the Committee's 
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recommendations during the time of implementation (Item 32) was related 
positively at the .001 and .01 levels of significance respectively, to 
the extent to which implementation of the recommendations generated a 
need within Faculty for increased coordination (Item 30) and for changes 
in Faculty regulations or procedures (Item 31). Project Characteristics 
did not appear to be significantly related to either perceived success 
(Ttem~33) or continuation (Item 34). 

Items 35 and 36 were not included in the factor analysis since 
their response categories were not the same as the categories for the 
factored items. Item 35 was used to measure the respondents' estimates 
of the attitudes of a series of groups to the Committee recommendations. 
The Committee with the highest level of aggregated implementation 
effectiveness had the highest levels of receptivity from Senior Admin- 
istration, the academic staff and the Trustees' Association. However, 
the Committee with the lowest level of aggregated implementation effective- 
ness did not consistently have the lowest level of receptivity from 
Senior Administration, the academic staff and the Trustees' Association. 
A review of the correlations suggests that high levels of receptivity 
by Senior Administration (Item 35a) and academic staff (Item 35b) may 
be related to high levels of perceived success (Item 33) and continuation 
(Item 34) of recommendations within Faculty. To a lesser, but still 
positively related extent, the continuation of recommendations in Faculty 
(Item 34) may be related to receptivity by the Department(s) of Education 
(Item 35f£), although the receptivity of the Department(s) of Education 
does not appear to be positively related to perceived success (Item 33) of 
the recommendations in Faculty. As well, the attitudes of academic 


staff appear to be negatively related to the extent to which modifications 
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were made to Committee recommendations at the time of implementation 
(Item 32). In general, implementation success appears to be measured 
most significantly by perceived success (Item 33) and continuation 


(Item 34). The items which appear to relate positively and most signifi- 


cantly to these items are the receptive attitudes of Senior Administration 


(Item 35a) and academic staff (Item 35b). 

Item 36 which was used to measure how many Faculty members were 
required to change their behavior significantly as a result of the 
Committee's recommendations, does not appear to be a significant item 
in reference to implementation effectiveness. There was no Significant 
difference among Committees on oe item and it did not relate signifi- 
cantly to any of the implementation effectiveness items. 

In summary, effective temporary adaptive system implementation 
effectiveness may be related positively to four factors and the attitudes 
of certain members of staff. The four factors were labelled Implementa- 
tion Strategies, Implementation Results, Implementation Tactics and 
Adaptive Capability. 

1. Highly effective implementation activities may be characterized 
by Committee implementation strategies and tactics which have 
high levels of assessment of the political feasibility of the 
recommendations. 

2. Highly effective implementation activities may be characterized 
by high levels of perceived success and continuation of recom- 
mendations within Faculty. 

3. High levels of increased coordination or extensive changes in 


Faculty regulations or procedures as a result of Committee 
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recommendations may be engedess in high levels of modification 
to the recommendations of the Committee. 

4. High levels of receptivity of the recommendations of the Committee 
by Senior Administration and academic staff may be reflected 
in high levels of perceived success and continuation of the 
recommendations in Faculty. 

5. High levels of continuation of the recommendations in Faculty 
may be characterized by the receptive attitudes of Senior 
Administration, academic staff, and the Department(s) of Educa- 
tion as well as by high levels of assessment of political 
feasibility of the recommendations by the Committee. 

SUPPLEMENTARY VARIABLES IN TEMPORARY 
ADAPTIVE SYSTEMS 

The researcher took a dual approach to the task of identifying 
the variables that might constitute a temporary adaptive system. The 
initial and major approach was to review the literature in order to 
identify variables which might contribute to the effectiveness of a 
temporary adaptive system. On the basis of the review of literature, 
a research methodology was selected which utilized questionnaires, inter- 
views, documents, and limited observation. 

Following the administration of the questionnaire, the researcher 
interviewed respondents to validate, clarify, and extend the questionnaire 
responses. As part of the interview process, one question was asked at 


the conclusion of each interview: 


Are there any other matters not identified and covered through 
the questionnaire or interview which were important or critical to 
the operation of the Committee? 
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Three supplementary variables emerged: size, timing and something which 


the researcher has chosen to call the personal factor. 


The variable of size may have possible effects upon Committee 
linkages, processes and implementation. Three aspects of this variable 
must be noted: size of task, size of Committee and size of Faculty. 

The primary example of the potential effects of size is the DGD Committee. 
The DGD Committee had two members both of whom were committed to accom- 
plishing a highly specific administrative task during a short period of 
time. In terms of linkage activities, positive consensus By ared BtOne. 
great extent"; formalization and reciprocity existed "to a small extent"; 
and functionality-over-time existed "to a very small extent or not at 
all." These responses plus the interviews led the researcher to believe 
that much of the activity of this Committee was carried out in an informal 
fashion which was acceptable to Committee members and Faculty because of 
the general familiarity of members with one another, the topic and the 
Faculty. The high scores for positive consensus would tend to confirm 
this view. The members of the Committee knew one another well enough that, 
as one respondent noted, "Since and I think alike on a lot of 
these things, it was fairly easy to work out some kind of report." The 
topic had been thoroughly discussed within FEC and so was very familiar 

to the Committee members. And the Faculty members were well known to the 
Committee Menace As one respondent stated ". . . if you've been around 
in a small institution of this sort, you can almost tag in your mind those 
people who will be for and against such a recommendation and why." 


The DGD Committee was rated very highly in terms of Committee 


eicdetadves tad yo couagen awa” ‘a rs apne res Chr 
Vite? ‘So oat, Gra, kt etait Sp Bpit and ne dain sbuson od 200m), 
stemmed abo edt wh valle 19 oftghte Hhazenieg ss De sigan capetng 6F 
aatcone 33 bscetigeer exa0linpd Ber ee essen os fad a09stiemso GOO at 


>osat “a 
to betres Sxcne ¢ Cele aan? avdimuzsi tuk ~ebtbeqe teats petdedte . 


ow Vt 7. 
zs oa" Bareteeyecah wets wetinks esters megnctertd BT) rigid — 
-“taesxn line accs” basait yareidituy bead pa $huee.S amao® ‘ “san sae | ane: 


‘) Ag 


se ce te doen ne a a Sane wekt~nee a fanb tea 8 
evoiled o chéetadties (ae bo! sides ote wie aqunogden seats | LER : 
ervaiens ue “G4 tial a vim wey dpmwead Beds tO yetulacs: add to tous am 

ee te ys ass sosenimne ao aiiargecnn aw daliet oe | 

it cm. Shpes meld 2ed20e5 nie siskw eedmee 20 ysuatilmad 

eutloes 6) Sass Bhvow eusinewnan eweszenq 2 -eegoon Meldientt) oad 
nit done in soon: tmah casein ae Yoecenn o HRE 
Bolded & 9p walla ARM T int 5 @petRt Beto sustepaane am 
edt edanged So Ohad Same DUNitane ee ee eee A 


_ 


aan 
= ay edt 
iat oe 


7 of Lee 


4 


process effectiveness, but in terms of the task demands, processes, and 
product was rated moderate or low. How does a Committee which is rated 
low on most of the constituent process items come to be perceived by 

the members of the Committee to have been highly effective? Two things 
appear to be important in an analysis of this circumstance: the nature and 
scope of the task and the members' conception of effectiveness. Both 
members viewed the task of the Committee to have been complex "to a small 
extent." However, they also viewed it to have been a highly specific 
administrative, "housekeeping" task to which Faculty could respond either 
"yes" or "no." In fact, the scope of the task was highly specified, even 
if the nature of the task was somewhat complex. With such a highly 
specified scope, eee was little need for such ce as goal redefinition 
Or separation. The result was a low task demand rating relative to the 
Committee process effectiveness rating. Processes in the Committee were 
highly informal and as such the conceptual view of Committee processes 
does not appear to be relevant. Once again, the result was a low rating 
in terms of Committee processes. Productivity was rated moderately as 
well, largely because the members of the Committee saw the product 
development as a “quick and dirty" task. It was not a major production, 
but relatively simple and straight forward. Nevertheless, the members 
perceived their Committee to have been highly effective. In their terms, 
they were given an essentially administrative task to perform. The 
Faculty responded positively. Thus the members perceived the task to have 
been accomplished and accepted. This constituted effectiveness. In terms 
of the conceptual framework for this study, it raises a question: If the 
task is highly specified in scope, will the need for effective Committee 


processes be as great as for Committees for which the task is not as 
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highly specified? The answer would appear to be in the negative. 

The small size and general informality of the Committee appear to 
have affected the Committee implementation of action decisions in a number 
of ways. An inference was made by one Committee menber that the small 
size of the institution, and the resulting close interpersonal knowledge 
that Faculty members had of one another may have facilitated implementation 
because members subliminally tested the feasibility of their proposals 
against the Faculty milieu. As well, the DGD Committee failed to have a 
mutual adaptation perspective in terms of implementation strategy, with 
the exception of the Committees’ consideration of questions of political 
feasibility. The project characteristics affected implementation "to a 
very small extent or not at all." However, the recommendations were 
perceived by respondents to have been implemented and to have been continued 
"to a very great extent." A review of the Fullan and BoMfret (1977) 
findings reveals that a fidelity perspective rather than a mutual adapta- 
tion perspective to the measurement of implementation will be most useful 
for relatively explicit circumstances. The DGD Committee appears to be 
such an explicit circumstance. As such, the DGD's failure to abide within 
the conceptual framework laid out within this study may be a result of its 
explicitness of task or, in other terms, its small, specified, simple 
task. The mutual adaptation measurement of implementation effectiveness 
appears to be more appropriate for the larger, less well-defined, more 
complex tasks. 

In summary, the linkage activities of the DGD Committee were 
effective "to a small extent." The process effectiveness existed "to a 
very great extent," and implementation effectiveness existed "to some 


extent." The successes of this Committee may be related to the small 
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size of the task, of the Committee, and of the institution. As well, 
there may be strong elements of the personal factor which are operative 


for this Committee. The personal factor is discussed later in this section. 


Timing 

Timing was a concept which surfaced in three Committees (EC, AAHE 
and FR Committees). Timing refers to the most auspicious time at which 
action decisions should be presented to Faculty, how they should be pre- 
sented to Faculty to prevent blocking in FEC, and when they should be 
forwarded to GFC from Faculty. In general, members of three of the 
Committees believed that some of their failure had been due to poor timing. 
Timing may be a variable or factor which involves the conjunction of an 
external environment (assessed in a fashion similar to institutional 
setting) and such variables as the project characteristics, decision- 
making and leadership. At the implementation stage, timing could be incor- 
porated as part of the concept of political feasibility since timing and 


political feasibility appear to refer to much the same thing. 


The Personal Factor 

The personal factor was another important supplementary variable 
which appeared in this study. This factor is very difficult to define. 
In general, the personal factor is conceived to be an amalgam of person- 
ality traits of Committee members and, in some instances, of other members 
of the Faculty who impinge on the work of the Committee. The traits 
which were mentioned on various occasions in this study are involvement 
and commitment, advocacy, vested interests, popularity, initiative, 


confidence and trust of members of the Committee by non-members, 
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prestige, clout, credibility, views held by the Dean, charisma, brilliance, 
Skills of manipulation, argumentative skills, familiarity, leadership of 
Committee chairman and/or Dean, or a Saar visibility or high profile. 
In every Committee some aspects of this personal factor surfaced. On 
occasion the personal factor surfaced in reference to linkages, processes, 
or implementation or all three. In some instances, one person who was 
committed to the topic of concern for the Committee could be seen to have 
shepherded the task through all three phases. This individual had certain 
personal qualities which, when attached to the situational specific, 
appeared to heighten the chances of success for the Committee. The 
same personal factor also can be seen working negatively to block rather 
than to facilitate the Committee functions. As one respondent noted, 
this may not be undesirable since some personal factors may not be in 
the best interests of the subject being considered by the Committee. 
The idea of the personal factor has face validity, yet does not appear 
in the organizational literature reviewed for this study. Suggestion 
for further research and the implications of this factor are discussed 
later in this chapter. 
JUXTAPOSITION OF THE FINDINGS OF 
COMMITTEES WITH A SIMILAR TASK 
The task of the FR and USR Committees was to reassess the 
programs and various needs of their respective Faculties. An phob mone Be 
review of the two Committees revealed that the USR Committee was more 
effective in linkages, processes and implementation than was the FR 
Committee. The researcher reasoned that juxtaposing the findings of the 


Committees would reveal differences between the Committees which would 
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goenti fy, critical tiers The juxtaposed data are presented in Table 
Pie 4 

Surprisingly the Committees were not significantly di tferent in 
their linkage variable scores, or process variable scores. In both 
instances, however, the USR Committee was perceived by USR respondents 
to be more effective than the FR respondents perceived their Committee's 
effectiveness. The converse circumstance existed for implementation. 


The Committees were significantly different in terms of implementation 


strategy, yet were perceived by their respective respondents to be 


Table 11.14 


Juxtaposed Findings of Committees with Similar Task 


FR USR 
Variables Committee ~ Committee 
(Aggregated) Means Means 


Linkages 


Formalization 2 
Reciprocity 2 
Intensity 2s 
Positive Consensus 2 
Functionality-over-time 3 
Effectiveness 3 


Processes 


Task Demands Pans & 
Processes Ah OB 
Resources (personnel) Be0 
Product 268 
Effectiveness 2.9 


Implementation 


Implementation strategy 5 
Project characteristics 2 
Institutional setting De 
Effectiveness 2 


ed 
—oaoaaaaaes=soqa®a«aq«qoqoqqoe SSS DOS 


*Significantly different at the .05 level of significance. 
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effective to the extent that no significant differences existed 
between them in terms of perceived implementation effectiveness. 

An examination of items underlying the variables, except the 
effectiveness variables, revealed no significant difference between 
Committees on linkage or process items. However, in terms of certain 
implementation items, the USR Committee consistently had higher scores 
than did the FR Committee on the extent to which the Committee assessed 
political feasibility (Item 24), the extent to which Faculty members 
were provided inservice opportunities (Item 28), and the extent to which 
changes stimulated by Committee recommendations have been continued 
(Item 34). As well, members of the FR Committee consistently rated 
the academic staff, Trustees' Association and Departments of Education 
as less receptive to the recommendations of the Committee than did 
members of the USR Committee. 

A review of the circumstances preceding and during the operation 
of the FR Committee may provide insight for the differences. In general, 
FR Committee members viewed the Committee as being less effective than 
USR Committee members viewed their Committee. Some of the differences 
in perception may result from a generally depressed attitude within the 
FR Committee's Faculty preceding the establishment of the Committee. 

As well, during the operation of the Committee, some Faculty members 
successfully blocked a major set of recommendations. These two circum- 
stances may have influenced the perceptions of FR respondents in signifi- 
cant ways, in spite of the fact that to all appearances the Committees 
operated in much the same way and accomplished similar things. In 
general, the differences between the two Committees may be attributable 


more to the previously discussed supplementary variables of timing and 
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the personal factor. This latter view is a judgment by the researcher 
and must be considered highly conjectural. 
EXPLORATORY FACTOR ANALYSIS OF 
RESEARCH VARIABLES 

As mentioned earlier in this chapter, an exploratory factor 
analysis explores the underlying factor structure without specifying the 
number of factors or their loading. Tests of the construct validity were 
undertaken for each section of the conceptual framework using this tech- 
nique. However, one of the purposes for using factor eae TREES LSCO 
reduce the number of variables to fewer, more basic factors. A decision 
was made by the researcher to subject all the data from the questionnaire 
to an exploratory factor analysis with listwise deletion of missing data. 
Of 51 possible cases, 37 remained after the listwise deletion. The results 
of the varimax rotated factor matrix may be found in Appendix D. Nine 
factors were identified. The factors, with incorporated items, are to be 
found in Appendix E. The results of the factor analysis should be 
accepted cautiously since the total number of cases for the analysis was 
very small. 

The first factor, labelled Effectiveness, incorporated Items 2, 
21, 33, 34, and 6 and accounted for 31.7 percent of the variance among 
the research variables in the study. In essence, most of the effective- 
ness items can be found in this factor, as would be expected. 

The second factor, labelled Procedural Intensity, incorporated 
Items 1, 5, 17, 4 and 3 and accounted for 17.5 percent of the variance. 
Most of these items related to the nature of the Committee procedures 


such as the terms of reference; procedural definition; extent of meeting 
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with Committee, Faculty members, and Senior Administration. 

The third factor, labelled Strategic Considerations, incorporated 
Items 24, 25, 26 and 27 and accounted for 10.7 percent of the variance. In 
essence, the Implementation Strategy variables of the original construct 
are subsumed in this factor. 

The fourth factor, labelled Exertion, incorporated Items 13, 14 
and 15 and accounted for 9.9 percent of the variance. Essentially, this 
factor defines the forces which need to be exerted and the involvement of 
individuals necessary for Committees to proceed reasonably smoothly. 

The fifth factor, labelled Faculty-Committee Communication, 
incorporated Items 8, 11, 31 and 7 and accounted for 8.2 percent of the 
variance. This factor defines a variety of communication elements 
between the Committee and Faculty members. 

The sixth factor, labelled Involvement, incorporated Items 10, 

29 and 18 and accounted for 7.2 percent of the variance. This factor 
outlines some forms of involvement in the Committee task or product by 
both Committee members and Faculty members. 

The seventh factor, labelled Coordination Needs, incorporated 
Items 20, 32, 16 and 30 and accounted for 5.7 percent of the variance. 
This factor identifies some coordination activities carried out by 
Committee members to facilitate their task, but also identifies activities 
which could generate a need for further coordination. For example, the 
production of new action decisions might require more coordination 
activities, as would the Committee's detachment from Faculty. 

The eighth factor, labelled Resource Needs, incorporated Items 


9 and 12 and accounted for 4.9 percent of the variance. This factor may 
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point out that resource needs may be greater when the task is complex 
and requires considerable clarification. The resources may be either 
physical resources, or human resources such as leadership requirements. 
The resources identified in Item 22, but omitted from this analysis, 
migGnt also ti finto.tnis) tactor. 

The ninth factor, labelled Participation, incorporated Items 28 
and 19 and Soe for 4.2 percent of the variance. This factor 
identifies the participation required by Faculty members in implementa- 
tion, and of Committee members in decision-making. 

Four items (22, 23, 35 and 36) were omitted from the factor 
analysis. Their response categories were different from the categories 
of the items which were factor analyzed. Item 22 identified the reasons 
for selection of members on a Committee; Item 23 referred to the recogni- 
tion and visibility Committee members received for their work; Item 35 
assessed the perceived attitudes of selected groups to the recommendations; 
and Item 36 assessed how many members were required to change their 
behavior as a result of the Committee's recommendations. 

The results of this factor analysis demonstrate the parsimony 
postulate of factor analysis. The 15 research variables (five linkage, 
four process, three implementation, and three effectiveness) were reduced 
to nine factors, with four items left unfactored. The effectiveness items 
of the original conception remained largely intact as the first and major 
variable of the factor analysis. The third factor labelled Strategic 
Considerations, incorporated much of the implementation strategy variable 
of the original concept. Factor 2 builds upon the intensity variable. As 


well, Factors 4, 6 and 9 (Exertion, Involvement and Participation) may 
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relate to the supplementary personal factor. These latter observations 
are, of course, highly conjectural. 
COMPARISON OF SECTIONAL AND OVERALL 
FACTOR ANALYSES 

Four exploratory factor analyses were performed on the data. 

One factor analysis was completed on data derived from each of the three 
sections of the questionnaire, namely the linkage activities, process 
activities, and implementation activities. A fourth overall factor 
analysis was carried out on the questionnaire data without restriction 

to the linkage, process and implementation sections. A comparison of 

the sectional factor analyses to.the overall factor analysis was under- 
taken to determine whether or not the overall analysis reinforced the 
findings of the sectional factor analyses. The findings of the comparison 
are presented in Table 11.15. 

The first factor in the overall factor analysis, labelled 
Effectiveness, incorporated half of linkage factor two (Senior Adminis- 
tration-Committee linkages) and all of implementation factor two (Imple- 
mentation Results). In general, most of the effectiveness items clustered 
in this overall factor. 

The second factor in the overall factor analysis, labelled 
Procedural Intensity, incorporated the remaining half of linkage factor 
two (Senior Administration-Committee linkages). 

The third factor in the overall factor analysis, labelled Strategic 
Consideration, incorporated all of implementation factor one (Implementa- 


tion Strategy). 


The fourth factor in the overall factor analysis, labelled 
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Exertion, incorporated most of process factor 3 (Effort). 

The fifth factor in the overall factor analysis, labelled 
Faculty-Committee Communication, incorporated most of linkage factor l 
(Faculty-Committee Linkages). 

The sixth factor in the overall factor analysis, labelled 
Involvement, did not incorporate any single sectional factor but clustered 
items from a number of sectional factors. 

The seventh factor in the overall factor analysis, labelled 
Coordination, incorporated most of implementation factor 3 (Implementation 
LaActLesyr 

The eighth factor in the overall factor analysis, labelled 
Resource Needs, incorporated half of process factor 1 (Task Complexity). 

The ninth factor in the overall factor analysis, labelled 
Participation, did not incorporate any sectional factor. 

In summary, the overall factor analysis would appear to reinforce 
some of the sectional factors since the overall factor analysis clustered 
the same items as were clustered in the sectional factor analyses. In 
particular, factor three of the overall factor analysis, labelled Strategic 
Consideration, was similar to implementation factor 1, labelled Implemen- 
tation Strategy. The fourth factor of the overall factor analysis, 
labelled Exertion, was similar to process factor 3, labelled Effort. 

The fifth factor of the overall analysis, was similar to linkage factor 

1, labelled Faculty-Committee Linkages. The seventh factor of the overall 
factor analysis, labelled Coordination Needs, was similar to implementa- 
tion factor 3, Implementation Tactics. As well, the first factor of the 
overall factor analysis, labelled Effectiveness, clustered most of the 


items which were used in the study to measure sectional effectiveness. 
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CONCLUSIONS 


Two notes of caution are worth sounding before proceeding with a 
presentation of the findings of this study. First of all, the total number 
of respondents in the study was small. As such, the findings must be 
accepted cautiously and tentatively as befits a study which was conceived 
as "descriptive and exploratory." Secondly, even though distinctions 
were made amongst Committees regarding their relative effectiveness to 
One another, all Committees were effective to one degree or another. 

Thus the distinctions in effectiveness among the Committees are relative, 


not. L£inite-. 


Effectiveness of Committees 

The effectiveness items used in the study generally were positively 
related. This was particularily true of the relationship amongst the items 
used to define linkage effectiveness, Committee process effectiveness, 
and the perceived success and continuation items of implementation 


effectiveness. 


Linkage Activities 

Scores for the linkage variables of formalization, intensity, 
reciprocity, positive consensus and functionality-over-time were related 
positively to scores for linkage activities effectiveness. However, an 
exploratory factor analysis of the linkage activities and their relation- 
ships to the effectiveness of linkage activities of temporary adaptive 
systems reduced the six variables of this section of the study into four 
factors which may more accurately reflect the concept of effective linkage 


activities in temporary adaptive systems. The four factors were labelled 
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Faculty-Committee linkage factor, Senior Administration/FEC-Committee 
linkage factor, meetings, and physical resources. The two factors of 


Senior Administration/FEC-Committee linkage and Faculty-Committee linkage 


accounted for 71.8 percent of the linkage activities and therefore appeared 


to be the major factors of temporary adaptive system linkage activities. 
The most significant items constituting Senior Administration/FEC- 
Committee linkage appeared to be "linking person" activity, cooperative 
definition of the Committee's terms of reference by the Committee and 
Senior Administration/FEC, and the extent of meetings between Committee 


and Senior Administration/FEC. The most significant items constituting 


Faculty-Committee linkage appeared to be informal and formal communication 


between Committee members and other Faculty members regarding the task of 


the Committee, functionality-over-time, and positive consensus. 


Committee Processes 

Scores for the process variables of task demands, processes, 
resources, and productivity did not relate positively to scores for 
process effectiveness. An exploratory factor analysis of the process 
activities and their relationships to the effectiveness of process 
activities of temporary adaptive systems reduced the five variables of 
this section of the study to three factors. The three factors were 
labelled Task Complexity, Committed Action and Effort. The findings 
indicated that, in terms of Task Complexity, Committees which have low 
levels of task complexity, well-defined Committee procedures, democratic 
leadership and production of recommendations may have the best likelihood 


of being characterized as effective. The Committed Action and Effort 


factors refer to characteristics of Committee personnel. Highly effective 
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Committee processes may be characterized by persons who are highly 
committed to the accomplishment of the task within given time lines, are 
highly involved in decision-making within the Committee, and are willing 
to exert themselves. As well, the Committee membership of effective 
Committees may be persons who are representative of particular groups in 
the Faculty, have high levels of expertise in the designated task area, 


and are interested in doing the task. 


Implementation 


Aggregated scores for the implementation variables of implemen- 
tation strategy, project characteristics, and institutional setting were 
related positively to scores for implementation effectiveness. An 


exploratory factor analysis of implementation activities and their 


relationship to the effectiveness of implementation activities reorganized 


the four implementation variables into four implementation factors. The 
factors were labelled Implementation Strategy, Implementation Results, 
Implementation Tactics and Adaptive Capability. The most significant 
Implementation Strategy or Implementation Tactics appear to be the 
assessment by Committee members of the political feasibility of their 
recommendations. There appears to be less likelihood that Committee 
recommendations will be modified if the recommendations do not generate 
a need for increased coordination in Faculty or changes in Faculty 
regulations or procedures. Perceived success and continuation appear 

to be significant measures of implementation effectiveness. A receptive 
attitude on the part of Senior Administration and of academic staff may 


be reflected in high levels of perceived success and continuation of the 


recommendations in Faculty. 
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Supplementary Variables 


The supplementary variables identified in the study were size, 
timing, and the personal factor. Size of task, of Committee, and of the 
institution may be related to Committee effectiveness. In particular, 

a Committee with ee highly specific task, with a few Committee 
Members, in a smaller institution may more appropriately be able to adopt 
a fidelity perspective to implementation than is possible for the larger 
Committees in large institutions with a more complex task. In even more 
simplified terms, the less complex the task, the lower the need for a 
mutual adaptation perspective of implementation. 

Timing involves the presentation of Committee findings to a 
Rasuney or other body at the most opportune moment for them to he 
accepted. Timing may involve some conjunction of the external environ- 
ment, project characteristics, and decision-making and leadership, 
although this notion is purely conjectural. 

The personal factor was considered to be a very important 
variable for a number of the Committees. Although difficult to define, 
it incorporates such things as involvement and commitment, advocacy, 
vested interests, popularity, initiative, confidence and trust of 
members of the Committee by non-members, prestige, clout, credibility, 
views held by the Dean, leadership of the Committee chairman and/or Dean, 
or a person's visibility or high profile. This variable appeared in 


reference to linkage, process and implementation activities of Committees. 
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A Simplified Construct 


One of the purposes for using factor analysis is to reduce the 
number of variables to fewer, more basic underlying factors. The sectional 
factor analysis reduced the 15 variables of the study to 11 factors labelled 
Faculty-Committee Linkages, Senior Administration/FEC-Committee linkages, 
Meetings, Physical Resources, Task Complexity, Committed Action, Effort, 
Implementation Strategies, Implementation Tactics, Implementation Results 
and Adaptive Capability. Two factors were single-item factors and may 
have questionable discriminating capability. The overall factor analysis 
reduced the 15 variables of the study to nine factors. The factors, in 
descending order of the variance they accounted for were labelled 
Effectiveness, Procedural Intensity, Strategic Considerations, Exertion, 
Faculty-Committee Communication, Involvement, Coordination Needs, Resource 
Needs and Participation. The Resource Personnel variable and the 
Institutional Setting variable were unfactored in both the sectional 
and overall factor analyses and should be considered in any simplified 
construct of temporary adaptive systems as should the supplementary 


variables of size, timing and the personal factor. 
IMPLICATIONS 


The study has implications for educational administrators. 
Committees can be important administrative tools when used effectively. 
As well, Committees appear to be an increasingly integral part of the 
organizational life of most educational organizations. Many of the 
Committees are temporary and related to a specific problem which 


requires a fairly rapid solution. As such, there is a practical need 
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for educational administrators to understand how temporary adaptive systems, 
or ad hoc committees, work and how they can be made to work most effectively 
from inception to implementation. The suggestions which follow are extra- 
polated from the findings of the study and may assist the educational admin- 
istrator who wishes to use ad hoc committees. However, since the number 
of committees in the study was small and they were selected carefully, the 
suggestions must be considered as tentative and should be accepted cautiously. 
Three types of "ad hoc" committees can be identified. 9 They are 
the symbolic, information gathering, and action-oriented types of committees. 
Each type of committee may be useful in relation to a specific purpose. 
However, if an administrator wished to actually accomplish something, 
the action-oriented ad hoc committee would appear to be the necessary 
choice. In other words, the administrator should be aware of the purpose 
for which the committee is to be used. A committee which mixes the symbolic 
and the action purposes may be headed for considerable frustration and 
eventual failure. The purpose of the committee should be understood by 
committee members or, at the minimum, by the chairman. However, the man- 
date need not be written down although in some cases this may be useful. 
The linkages between the committee and the administrator should 
be strong. This may be accomplished by having an admMINnLStrarcorsaculas 
chairman or by having the appointed chairman provide regular formal and/or 
informal reports on the progress of the committee to the administrator. 
As well, the administrator should ety to involve the committee members 
in cooperatively defining the nature of the task to be accomplished. The 
cooperative defining process May give the committee a certain sense of 


"proprietorship" and encourage involvement of the committee members in the 


task. 
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A committee chairman should attempt to communicate frequently 
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and for the duration of the committee's life with members o 
regarding the progress of the committee's task. This activity may 
prevent the Faculty from being surprised by committee recommendations 
and also may provide input to the committee members so that they may 
develop recommendations which may be most acceptabie to Faculty, if they 
wish. 

The more complex the task of the committee, the more likelihood 
that the committee may founder. Particularly for committees with complex 
tasks, an administrator may be able to forestall some committee problems 
by careful selection of the committee members. The leaders most likely 
should be task-oriented, but also able to permit others to participate 
significantly in the leadership and decision-making within the committee 
when occasions demand. The members of the committee should be prepared 
to exert themselves to accomplish the task within the designated time 
lines. If possible, the members of the committee also should be represen- 
tative of particular groups within the Faculty, and have high levels of 
expertise and interest in the task area. Extensive physical resources 
May aid the committee, but apparently will not ensure its effectiveness. 

Even though the committee will be dissolved upon completion of 
its report, the full measure of its effectiveness may be Getermined after 
its dissolution. If the recommendations as evidenced in a report are 
simply shelved in some way, there is strong reason to question why th 
committee was formed unless, of course, the purpose of the committee 


was largely symbolic. If the committee was symbolic, termination of 


action at the report stage may be acceptable. If a committee is established 
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to actually "do" something, then the full measure of its effectiveness 
can only be judged by the impact its recommendations have upon the 
educational staff and their tasks. Certain recommendations can be made 
to an educational administrator which may facilitate implementation 

and change in the organization. 

During the committee's operation, some consideration should be 
given to implementation strategies and tactics. More precisely, committee 
members could be directed to examine the political feasibility of their 
recommendations and to determine whether or not the "timing" is right to 
implement the recommendations. In some instances, a series of implemen- 
tation steps might be used wherein the most acceptable steps are 
implemented first and less acceptable measures are introduced later once 
the Faculty has become used to the new ideas proposed through the 
committee's recommendations. As well, committee members should realize 
that the more the recommendations require modification of the Faculty 
structure and/or procedures in order to be implemented, the more resistance 
there is likely to be from Faculty members. Committee members possibly 
should consider this potential problem and prepare plans to counter such 
resistance. Ultimately, the effectiveness of the committee may be 
measured not only by the extent to which the committee's recommendations 
are accepted, but by the extent to which they are continued in Faculty. 
A receptive attitude by Faculty to the recommendations, facilitated by 
the administrator, may help to ensure the acceptance and continuation 
of the recommendations. 

The educational administrator who takes into consideration some 


of the foregoing suggestions should be able to use ad hoc committees 
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more effectively to resolve some of his/her organizational problems 


and thus enhance the organization's effectiveness. 


RECOMMENDATIONS 


Several recommendations for further research can be identified 
as a result of this study. 

1. Further studies of other temporary adaptive systems in educa- 
tional and other settings could be undertaken in order to refine 
andwverityerhe tandings ofthis study. 

2. An alternative methodology which would rely on the perceptions 
of committee non-members, in addition to committee members, 
could make the results of this study more valid and reliable, 
or might reject them to some degree. 

3. Further studies are necessary to identify the distinctions 
between the symbolic, information gathering, and action types 
of temporary adaptive systems. 

4. Any assessment of productivity should involve the development 
of an instrument to assess the quality of the product since no 
consistent standards as to what constituted an "effective" 
product could be identified in this study. 

However, in the view of the researcher, replications of this 
particular study using the rational conceptual framework as devised for 
the study may yield marginal additional findings. There are alternative 
conceptual models which may be more productive in enriching our knowledge 
regarding temporary adaptive systems. 

One possible alternative model could be the political model. 


In such a model, the relationship of power, leadership, size, timing, and 
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the personal factor might be explored as they relate to the effectiveness 
of the committee. The contingent nature of the situation in which the 
committee operates also might be more productively explored using a 
political model. The literature related to political science or policy 
science may provide a starting point in a search to develop such a model. 
A second possible alternative model could be the collegial model. 
The effects of prestige, leadership, positional authority and "personal 
factors. as, they, perce to the effectiveness of temporary adaptive 
systems might be explored more completely through this model.) [ne 
literature related to group processes, and organizational development 


may provide a starting point in a search to develop such a model. 
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QUESTIONNAIRE PURPOSE 


This questionnaire is designed to provide a profile of ad hoc 
committees within your Faculty. The questionnaire will attempt to determine 
the perceptions of selected individuals regarding the relationships 
between the Faculty and the Committee, the processes of the Committee, 
the factors affecting the implementation of Committee recommendations, 
and the extent to which implementation of Committee recommendations has 


occurred. 


QUESTIONNAIRE ORGANIZATION 


The questionnaire is divided into three sections. Section A is 
designed to determine the relationships between the Faculty and the 
Committee. Section B is designed to solicit information regarding the 
processes of the Committee. Section C requests your views of the Committee's 
accomplishments and the factors affecting those accomplishments. 

Responses will not be used in any way that will allow them to 
be identified with individual respondents. Responses will be in an 
aggregate form for the Committee. 


Your attention to this questionnaire is greatly appreciated. 
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SECTION A 


LINKAGE ACTIVITIES 


The purpose of this Section of the questionnaire is to determine 
“the nature of the relationships which existed between the Committee and 


Please respond to each item as accurately as possible. 


Circle only one response per item. 


re 


1K) @ Oma To LOR To a Very 


Very Great Great Some Small Small Extent 


To what extent did 
detailed written terms 

of reference exist for 
the Committee specifying 
the tasks, resources, 
processes and/or expected 
product of the Committee? 


To what extent were the 
terms of reference for - 
the Committee arrived at 
cooperatively by the 
Committee members and 
Senior Administration 
(oraracuiLty Councel 1 ji 


To what extent did at 
least one member of the 
Committee act as “linking 
person" to Senior Admin- 
istration (or Faculty 
GOuncisly) ee 


To what extent did the 
Committee meet from the 
time it was founded until 
it was dissolved? 


Extent Extent Extent Extent or Not at All 


1 2 Bie 4 5 
1 2 3 4 5 
i 2 3 4 5 
1 2 3 4 5 
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Toa Aue). fl To Ane) a 
Very Great Great Some Small 
Extent Extent Extent Extent 


To what extent did the 
complete Committee meet 
with Senior Adminis- 
tration? 


To what extent were the 
liaison relationships 
between the Senior Ad- 
Ministration (or Faculty 
Council) and the 
Committee effective? 


To what extent did the 
Committee members communi- 
cate formally or inform- 
ally with other members of 
the Faculty regarding the 
tasks of the Committee? 


To what extent were the 
liaison relationships 
between the Faculty-at- 
large and the Committee 
effective? 


To what extent was the 
Committee provided with 
sufficient resources (funds, 
material, equipment, release 
time, and/or facilities) to 
carry out the task? 


To what extent did the 
Faculty-at-large consider 
what the Committee was 
trying to achieve to be 
worthwhile? 


To what extent did the 
relationships between 
Faculty and Committee 
remain active and func- 
tional throughout the 
life of the Committee? 


2 3 4 
2 3 3 
2 3 = 
2 3 + 
2 3 | 4 
2 3 4 
2 3 a 


To a Very 
Small Extent 
or Not at All 
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16. 


SECTION B 


COMMITTEE PROCESSES 


The purpose of this Section of the questionnaire is to solicit 
information regarding the processes of the Committee. Please respond to 
each item as accurately as possible. Circle only one response per item. 


Toa ike) AS) Toa To a Very 
Very Great Great Some Small Small Extent 
Extent Extent Extent Extent or Not at All 


To what extent was the 
Committee task(s) 
complex? 


To what extent did 
Committee members clarify 
Committee guidelines? 


To what extent were 
Committee members com- 
mitted to task completion 
within the designated 
timelines? 


To what extent did 
Committee members exert 
themselves in order to 
accomplish the assigned 
task? 


To what extent were members 
of the Committee viewed as 


having been detached from 


other members of the Faculty 
to accomplish the assigned 


task? 


a5 2 3 = 5 
a 2 3 “ i) 
I 2 5) = 5 
1 2 3 4 5 
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18. 


Zos 


20. 


21. 


TO a Ome neko) 
Very Great Great Some 
Extent Extent Extent 


To what extent were well 
defined procedures estab- 
lished for the operation 
of the Committee? 1 2s 3 


Even though formal leader- 

ship in the Committee was 

established when the 

Committee was created, to 

what extent did different 

leaders emerge depending 

upon conditions within the 

Committee? 1 2 3 


To what extent was 

decision-making within 

the Committee participative 

in nature? iL Zz 3 


To what extent were recom- 

mendations or "action 

guidelines” produced by 

the Committee? IL 2 3 


To what extent do you per- 

cieve the Committee to 

have been effective in 

accomplishing the task(s) 

assigned to it? ~ 1 2 3 


Toa 
Small 
Extent 


To a Very 
Small Extent 
or Not at All 


422 


7 any tes ot Fires ‘ee + : 
ie Cee en ee eh Acie PORT 4 
Oe ene ee 


agence ne Sr 


_ : 
iS deur semeeto 


22. Members of the Committee 
were selected for their: 


236 


a) 


e) 


previous Committee 
experience 


expertise in the de- 
Signated task area 


availability 


expressed interest in 
designated task area 


representativeness of 
particular groups 


Following the completion 


of the Committee task(s), 


All 


did Committee members receive 


recognition and visibility 


for their work? 


au 


Most 


About 
Half 


Some 


None 
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SECTION C 


IMPLEMENTATION 


The purpose of this Section of the questionnaire is to determine 
the actual use made within the Faculty of Committee decisions and 
recommendations, and factors which may have affected the actual use of 
the decisions and recommendations. Please respond to each item as 
accurately as possible. Circle only one response per item. 


dey fe) Loma To Lowa: To a Very 
Very Great Great Some Small Small Extent 
Extent Extent Extent Extent or Not at All 


24. To what extent did the 
Committee assess the 
"po liticalitorces ss in 
the environment facing 
the implementation of the 
Committee recommendations? 1 2 3} 4 5 


25. To what extent did the 
Committee assess the 
economic feasibility of 
implementing the Committee 
recommendations? a 2 3 4 5 


26. To what extent did the 
Committee develop alter- 
native methods for 
implementing their 
recommendations? i 2 3 4 5 


27. To what extent did members 
of the Faculty-at-large 
hold meetings to adapt the 
Committee recommendations 
to the perceived needs of 
specific groups within the 
Faculty? L 2 3 4 5 
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Toa Toa To Tora 
Very Great Great Some Small 
Extent Extent Extent Extent 


28. To what extent were 
Faculty members provided 
either staff training, 
orientation seminars, or 
"release time" to acquaint 
themselves with the 
Committee recommendations? 1 


29. To what extent did Faculty 
members develop materials 
or other aids to be used 
in carrying out some 
aspects of the recommenda- 
tions of the Committee? il 


30. To what extent did the 
implementation of the 
recommendations of the 
Committee generate a need 
within the Faculty for 
increased coordination? ay 


31. To what extent did the 
implementation of the 
recommendations of the 
Committee require changes 
of Faculty regulations 
or procedures? i 


32. To what extent were modi- 
fications made to the 
Committee's recommendations 
during the time of 
implementation? a 


33. To what extent do you per- 
ceive Committee recommen- 
dations to have been 
implemented? 1 


34. To what extent have the 
changes, which were the 
result of Committee recom- 
mendations, been continued 
within the Faculty? i 


2 3 4 
2 3 4 
2 3 4 
2 3 A 
2 3 4 
2 3 4 
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Very Recep- Indif- Very 
Receptive tive ferent Hostile Hostile 


35. Estimate the general 
attitudes of the 
following groups to 
the recommendations of 
the Committee: 


a) Senior Administration iL 2 3 4 5 

b) Academic Staff i. 2 3 4 5 

c) Students 1 2 3 4 5 

d) Teachers’ Association il 2 3 4 5 

e) Trustees' Association iI, 2 3 4 5 

£) Provincial Depart- 

ment(s) of Education 18 2 S 4 5 
About 
All Most Half Some None 

36. How many Faculty members 

were required to change 

their behavior signifi- 

cantly as a result of the 

Committee's recommenda- 

tions? Ab 2 3 4 5 


ADDITIONAL COMMENTS: 


If there are additional comments which you wish to make regarding the 
operation or effect of the Committee and which have not been covered in 
the questionnaire, or not covered adequately, note them in point form in 
this space. 
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APPENDIX B 
REUSE) GUIDE 
Do you remember the Committee? 
Who set up the Committee? (Faculty of some sub-set of Faculty). 


Why was it set up? a) Primarily 1. to diffuse conid.et 
2. to gather information 
3. to provide direction to Faculty 


b) Political, social, economic context. 


Did the total Faculty consider the work of the Committee to be 
important? 


How often did the Committee meet, and how long were the meetings? 


What were the most significant successes, if any, of the Committee? 
What contributed most to those successes? 


What were the most significant failures, if any, of the Committee? 
What contributed most to the failures? 


To what extent have Committee recommendations been implemented (as 
is, with modification, not at all)? Why? 


What was done, if anything, to ensure that recommendations were 
implemented? 


In general, how effective was the Committee? 


Other than Committee members, who would be the "key acters, or 
knowledgeables regarding this Committee? 


Are there any other matters not identified and covered through the 
questionnaire or interview which were important or critical to the 
operation of the Committee? 
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2 WF SS OTHE UNIVERSITY OF ALBERTA 
ae oy 
CUMQUE 


epartment of Educational Administration 
EDMONTON, ALBERTA, CANADA T6G 2G5 TELEPHONE 432-5241 


Office 7-130D 


November 14, 1978. 


Dear 


Re: Research Concerning Faculty of Education 
Ad Hoc Committees 1975-1976 


AS you are aware, I recently perused the minutes of the University 
of Lethbridge's Faculty of Education Council meetings (1975-1976). The 
purpose of my examination of the minutes was to identify the more obvious 
"ad hoc" committees which existed within Faculty between January 1975 and 
December 1976. I wish to select some of the "ad hoc" committees for 
detailed study. I would appreciate your assistance in that selection from 
the attached list. You may select the Committees yourself, designate the 
task to someone who would be "knowledgeable" about the topic, or make the 
selection yourself based on input from other "knowledgeables." 


First of all, if any of the Committees which are listed were not 
"ac hoc" committees, please strike them from the list. 


Secondly, categorize the committees as to their primary task on 
the basis of three categories (C, I, or A): 


C--to resolve or diffuse a conflict; 
I--to collect information (no "action recommendations" expected); or 


A--to complete a task which provided “action recommendations" or 
directions to Faculty. 
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November 14, 1978, 
Page 2. 


Thirdly, for each of the committees identified as A ("action 
recommendations" expected), attempt to rate the overall importance to 
the Faculty, and the overall effectiveness of the committee. The importance 
scale ranges from more to less important; the effectiveness scale ranges 
from more to less effective. Circle one rating in each scale for each 
committee. 


I sincerely appreciate the cooperation I already have received 


from your office in initiating this study, and thank you for your time 
and attention in attending to the requests contained in this letter. 


Sincerely yours, 


David G. Young, 
Doctoral Candidate. 
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APPENDIX D 


VARIMAX ROTATED FACTOR MATRIX FOR EXPLORATORY 
FACTOR ANALYSIS OF RESEARCH VARIABLES 
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ANALYSIS OF RESEARCH VARIABLES 
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